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Standard 5B 

The provider communicates to all employees 
the terms of their employment and provides 

training for essential job functions.

>  Essential Practice 5B.1 Employees receive clear documentation related to their job 
responsibilities and performance evaluation.

>  Essential Practice 5B.2 Employees receive job-specific training and/or skill development.
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THE PROVIDER COMMUNICATES TO ALL EMPLOYEES THE TERMS OF THEIR 
EMPLOYMENT AND PROVIDES TRAINING FOR ESSENTIAL JOB FUNCTIONS

STANDARD 

5B.1 PROVIDE ALL EMPLOYEES WITH AN EMPLOYMENT CONTRACT

As discussed in the guidance for Standard 5a, all employees should understand 
their rights and responsibilities in the workplace. In addition to providing 
employees with a clear HR policy, your institution should also provide each 
employee with a written (signed) job contract and a written description of his/her 
workplace duties. Review each employee’s description with him/her at the time 
of hiring and whenever the employee changes positions within the institution. 
Providing employees with clarity on his/her roles and responsibilities enables your 
institution to evaluate employee performance fairly. 

The employment contract—typically provided on or before the first day of work—
should specify the employee’s: 

• Earnings (salary and/or wages): Remuneration, in cash and in kind, that is to 
paid employees both for time worked and time not worked, such as annual 
vacation and other paid leave;

• Benefits (social protection): The measures (e.g., health insurance, pensions) 
designed to protect employees against economic and social distress 
caused by various contingencies (sickness, maternity, employment injury, 
unemployment, etc.);

• Employment conditions: The terms of the worker’s employment with the 
institution, such as amount of working time, minimum wages, whether there 
is a probationary period before the person becomes a permanent employee, 
and location(s) where employee will work;

• Job description/scope of work: The job title and responsibilities, including 
reporting line (see below); 

STANDARD 5B

• Work rules and possible sanctions: List actions and activities that are 
prohibited. Confirm that the institution will investigate cases of reported 
misconduct (e.g., violations of the Code of Conduct; theft; harassment of 
a colleague); the different levels of disciplinary procedures that employees 
may face; and employee rights related to appealing disciplinary action; and 

• Performance evaluation and incentives: The performance metrics that the 
institution will use to evaluate the employee’s performance and an explanation 
of the institution’s incentive/reward system (see guidance for 2c).

An employee’s job description is the foundation for how they will understand their 
role at your organization. It should include the nature of the work to be performed, 
key responsibilities and duties, and the competencies required. To create a job 
description, start by talking to the person who currently holds the job, and then add 
to their description by answering the question—what are our longer-term needs 
and objectives for this position? Think about any new SPM initiatives that you 
have or want to instate—what skills and competencies do your employees need? 
What new responsibilities will they have? (see Table 15 for example SPM-related 
job responsibilities). Table 30 provides additional detail on which components to 
include in your employees’ job descriptions.
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STANDARD 

5B.2 PROVIDE JOB-SPECIFIC TRAINING

Your institution should equip each employee to perform his/her job functions 
successfully. This includes at least two types of training:

• Orientation training: Train each employee at the beginning of employment 
and whenever the employee changes positions within the institution. 
Employee orientation should include at least the following topics: the 
institution’s mission, social goals, and Code of Conduct; the employee’s job 
duties, including social performance related duties;119 and the conditions of 
employment. Follow this training with an orientation period during which 
new employees receive on-the-job training and mentorship so that they 
master skills not easily taught in a classroom setting. Such hands-on training 
for staff is also beneficial to clients, because they can be negatively affected 
by under-trained staff. 

TABLE 30. ELEMENTS OF A JOB DESCRIPTION118
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EMPLOYMENT AND PROVIDES TRAINING FOR ESSENTIAL JOB FUNCTIONS

Job Title The name given to the position.

Role Summary Purpose and/or objectives of the job.

Major 
Responsibilities

A list of the critical job responsibilities to be performed. Job 
descriptions often conclude with “perform other duties as 
required” rather than including a detailed task list.

Primary 
Relationships

Indicates to whom the position reports and what roles the 
position is responsible for managing, if any.

Decision-making 
Authority

A list of the extent and limits of all major areas of 
responsibility, and the authority invested in the position.

Competencies and 
Qualifications

The job description should list the competencies 
(knowledge, skills, and behaviors) and qualifications 
required or preferred to successfully carry out the job 
responsibilities.

Working 
Conditions

A list reflecting any special or unique working conditions of 
the job.

Employment 
Classification

Include job tiers and employment type (e.g., full-time, part-
time, project based), where applicable.

118 This table is adapted from information presented in Grameen Foundation’s Recruitment and Selection 
Toolkit, page 7. 

119 The guidance for Standard 2c provides examples of the SPM duties for a loan officer, and example social 
goals for which various employees are responsible.

In addition to a clear job description, each employee should understand the 
evaluation criteria that his/her manager will use to assess job performance. For 
example, FINCA (Azerbaijan) evaluates each new employee at three, six, and 12 
months, and then semi-annually thereafter. The employee’s supervisor completes 
a form that lists the criteria against which the employee will be evaluated. The 
employee is then asked to sign their agreement to this statement: “I have reviewed 
the performance requirements listed in this form and agree that they are the 
standards by which I will be evaluated during the next performance period.” In this 
way, employees are clear on what the organization expects of them, and how they 
can achieve good performance.  

•  Grameen Foundation’s Performance Planning & Management Toolkit 
is a multi-part tool focusing on: 1) goal setting so that every employee 
receives direction and communication about what they are expected to do, 
and 2) action plans, personal development, and ongoing discussions about 
organizational goals. It includes practical tools such as worksheets on setting 
goals and evaluating performance with different employees (e.g., field officer, 
branch manager) and a manager’s guide to delivering feedback on employee 
performance.
•  Grameen Foundation’s Recruitment and Selection Toolkit discusses 
the importance of recruiting and selecting employees who fit with the 
FSP's mission and strategic goals. It includes many practical tools, including 
interview guides and sample job descriptions.
•  FINCA (Azerbaijan) uses this Performance Evaluation Form to clarify each 
employee’s evaluation criteria.

https://sptf.info/images/RC-Dim5-Grameen-Foundation-Recruitment-and-Selection-Toolkit.pdf
https://sptf.info/images/RC-Dim5-Grameen-Foundation-Recruitment-and-Selection-Toolkit.pdf
https://sptf.info/images/RC-Dim5-GF-Performance-Planning-and-Management-HCH.pdf
https://sptf.info/images/RC-Dim5-Grameen-Foundation-Recruitment-and-Selection-Toolkit.pdf
https://sptf.info/images/finca_staff_performance_appraisal.pdf
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• Ongoing skills development: Facilitate professional development 
opportunities that respond to employees’ needs, as identified during regular 
performance reviews, as well as the priorities of your institution. As your goals 
and products change over time, consider what new skills your employees 
need (e.g., data collection, customer service, product sales). Additionally, 
when promoting employees to a higher level of responsibility or managerial 
authority, consider the need for job-specific training that prepares them 
for the new position as well as leadership and/or management training 
to improve the employee’s ability to guide, supervise, and motivate the 
performance of others. 

Pay particular attention to providing training opportunities for employees without 
bias. Check that training is equally available for all types of employees, regardless 
of gender, level (management/staff), location (HQ/branches), and other relevant 
employee characteristics. Ensure that any training opportunity that is provided to 
employees is accessible/inclusive to employees with disabilities, including through 
the provision of reasonable accommodations.

Visión Banco’s case study on staff training details how the organization 
created its own comprehensive continuing education program for the benefit 
of employees and the bank.

https://sptf.info/images/vb_sp_fund_eng.pdf
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VisionFund International (VF) employs more than 7,000 people in its network (as of 
2017), about half of which are loan officers (LOs). With LO turnover of around 20% a 
year, and annual growth targets of around 30%, VF hires hundreds of new LOs each 
year across its 31 MFIs. In the past, VF approached LO hiring in a traditional way—
hiring one LO at a time, based on the current needs of a branch. Now, the network uses 
a new method: holding mass recruitment events and training “volunteer” LOs in order 
to create a pipeline of fully trained LOs ready to fill open positions or expand into new 
areas of operation as soon as they are needed.

The ideal loan officer

VF has found that employee retention starts with hiring the right people. VF hires 
local people, since LOs who come from the clients’ own communities are best able to 
identify, recruit, and work with VF’s target clients. Unlike many providers who place a 
lot of emphasis on an applicant’s formal education, VF has found that higher education 
is not among the top attributes that make a good LO. Instead, they value the following 
characteristics: numeracy and literacy sufficient to complete the loan assessment and 
application forms; knowledge and language of the local area; dedication, tenacity, and 
commitment to microfinance; interpersonal and sales skills; willingness and ability to 
work in the field; and commitment to VF values. 

Recruitment events

VF trains MFIs to hold recruitment events, the backbone of their LO hiring process. An 
MFI who wants to hire new LOs advertises an “assessment day,” providing a specific 
time and a place (typically a Saturday morning at a local primary school). There are no 
other requirements in advance, such as an application form. The recruitment posters 
feature a photo of VF’s “ideal” LO: a local woman who looks old enough to have grown 
children, wearing clothes and shoes appropriate for riding a motorcycle and walking 
through fields, standing next to a motorcycle and holding a helmet, with a caption 
along the lines of, “They offered me training, and I offered them life experience.” This 
slogan refers to VF’s belief that life experiences such as raising children, trading in the 
market, or being a church leader can create abilities well-suited to managing clients.

FIELD EXAMPLE 51. VISIONFUND INTERNATIONAL RECRUITS LOCAL LOAN OFFICERS USING OUTREACH EVENTS

A key principle of the assessment day is that the MFI is not looking for a fixed number 
of recruits; the branch can take on as many recruits as the senior LOs can manage 
to mentor. On the assessment day itself, it is possible for hundreds of people to turn 
up far in advance of the clearly stated starting time. At the appointed start time, the 
gates are locked; any late arrivals are not admitted, because LOs must be punctual.

Once a brief introduction and welcome is delivered by the Branch Manager, all 
applicants participate in a fun, competitive ball game. This relaxes the applicants 
before the first assessment exercise, which is a numeracy test. This test comes 
first, because it is a critical skill for LOs, but the difficulty level is set to equate to 
the numeracy required of LOs and no higher. Applicants may use calculators, as LOs 
do in the field. Typically, 80% of applicants fail the numeracy test, which is marked 
immediately, and those who have not passed are thanked for attending, but asked 
to leave. At every stage, the MFI team is polite to all applicants: even those who fail 
should walk away feeling valued and respected. 

Next, the MFI delivers a literacy test, which is based heavily on the MFI’s loan 
application form. It  is also marked pass or fail immediately—typically another 15% 
of those remaining do not pass this stage because they did not follow directions 
or cannot write a comprehensible paragraph. After the literacy test, the remaining 
applicants participate in a team game (creating something made from cooking 
foil) with the applicants closely observed for skills such as leadership, contribution, 
creativity, etc. Though they are being evaluated, no one fails this exercise.

Each applicant then delivers an individual two-minute presentation on something 
they know about (growing maize, for example) to a team of staff who immediately 
mark it pass or fail, based on the potential of the candidate to speak in public and 
promote the MFI to community groups and clients.  The remaining applicants, 
typically 10-15% of those who started the day—are formally interviewed by a team 
of three MFI staff. This interview lasts only 15 minutes, and the questions are fixed 
beforehand, chosen from carefully-worded questions. At the end of the interview, 
the interviewing team recommends the applicant be accepted or not accepted as a 
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trainee. The Branch Manager has the final decision. About 10% of the original applicants are accepted as trainees.

The whole assessment day from start to finish takes about five hours, and no matter who is involved or where it takes place, 
VF reports that it is a very inexpensive and efficient way of recruiting trainees from the local community. 

Creating a pool of LOs ready to work when needed

A new recruit’s three-month training period is spent in the branch, shadowing a senior LO. The Trainee is a volunteer; the MFI 
pays expenses but not a salary. The Trainee has a Learning Book where s/he writes what s/he has learned, demonstrating 
his/her progress. The senior LO (“mentor”) is guided by a Learning Book Plus, which sets out what the Trainee must be 
taught and must master in the course of the next three months. The Branch Manager is accountable for the effectiveness 
of the training, and s/he provides periodic progress reports. Once the Trainee completes the Learning Book and the Branch 
Manager is satisfied s/he is ready to take on her own clients, s/he then must pass the formal classroom-based training on 
the MFI Credit Manual. Having passed the Credit Manual training, the Trainee is offered a contract, receives a salary, and 
can start to create his/her own portfolio of clients.  

Because new hires work on a volunteer basis for the first three months, they can be let go if they do not achieve their 
learning objectives. The Trainees are a pipeline of available staff that the MFI can call on when a need arises. They are well-
prepared to build their own portfolios of clients as soon as their training period is complete. 

Benefits for clients, staff, and the MFI  

VF believes that many clients would prefer to work with an LO from their own geographic area and walk of life. However, 
many would-be LOs do not believe they have the skills and experience necessary to serve their communities in this capacity. 
Part of the VF method is to show recruits that their life skills are highly valuable, which is empowering and validating.

VF’s former method for hiring LOs did not involve the Branch Manager or senior LOs at the branch level.  However, the new 
method makes these individuals solely responsible for sourcing recruits, running the assessment day, conducting interviews, 
and selecting candidates. They are also responsible for training and evaluating Trainees. Without exception, VF has found 
that branch staff increase their professionalism during the process, and develop new leadership and managerial skills. 

VF Philippines (VFP) was the first MFI to put the new method into operation. Around 85 people came to the assessment day, 
nine were selected as volunteer Trainees, and six qualified as LOs. Two of the six were female overseas domestic workers 
before joining, and the other woman worked in a call center.  Two of the three men were fishermen, and the other had 
worked in a warehouse. The average 1-day PAR for all VFP LOs is 2.2%, and the average number of clients managed by an LO 
is 197. Amongst these six LOs, PAR is less than 1%, and they have on average 244 clients each. 
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Several years ago, Al Majmoua (Lebanon) 
relied solely on field-based training of new 
loan officer recruits. Employees would 
learn their new job by simply shadowing 
an existing loan officer in the field. 
Management realized that the quality of 
each person’s training depended on whom 
they shadowed, creating inconsistencies in 
how credit policies and customer service 
policies were applied.

To fix this problem, the institution 
implemented an employee induction 
program that provides all staff with ten 
days of training in the office before going 
out into the field. Classes include sessions 
on Al Majmoua’s vision, mission, and 
goals, as well as sessions about gender and 
social awareness, the institution’s Code of 
Conduct and Ethics, how to talk and listen 
to clients, and appropriate collections 
practices.    

Once in the field, each employee receives 
mentoring; and at least once a year, 
all employees, at every level, attend a 
refresher course.

FIELD EXAMPLE 52. AL MAJMOUA 
TRAINS EMPLOYEES ON 

SPM TOPICS


