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GIF INSTRUMENTS USER MANUAL

Introduction

GIF Project intends Institutions of Financial Inclusion (IFl) in Latin America improve their Governance
quality standards and, once these are institutionalized, they become more sustainable and inclusive.
Bearing this mind, GIF has developed a set of instruments based on international good practices,
which financial institutions can adopt to benefit positively their low-income users of financial and
non-financial services?.

The purpose is the GIF Project is conceived by the IFl as an investment since its execution will render
positive outcomes with the improvement of its Governance system. From this perspective, the
Project will produce long-lasting outcomes because the projected objectives are designed to
accomplish such outcomes.

In this context, the purpose goes beyond than merely reaching some improvement in the
operational goals. The intent is to influence intensely and deeply in the most relevant factors limiting
the IFl Governance quality. Accordingly, every action taken towards this accomplishment, from a
long-term perspective, will be ambitious but realistic.

This process entails going through a set of stages that demand investing time, efforts and resources
until the support model and the proposed GIF Accompaniment are all put in place and the IFI's
Governance has been institutionalized.

Training Consultant (TC)

TC promotes changes by urging the financial institution to reflect, make evident and solve its
limitations on its own. TC’s expert accompaniment will guide and assist the IFl in developing its
capacities to comprehend and solve any Governance issue.

TC’s assistance will allow the IFI to:

1. Make a diagnosis to compare the current in force status of the IFI’s institutional
practice (current reality), with the best practices compiled (in the Manual of
Governance and financial inclusion), to issue objective judgments. The goal of the

1 We have made a considerable effort to identify the best Governance practices and review the pertinent specializing
literature and bibliography to identify the similarities these practices may have.
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diagnosis process is to comprehend and describe, from a systemic standpoint, how the
IFI’s various Governance components of Governance influence and relate to one
another. Information will be handled with the highest level of confidentiality within the
framework of ethical conditions stipulated by the professional secret?.

2. Give support in order the diagnosis results are the important input basis to make
adjustment decisions, and design and execute the improvement plans of Governance
quality.

3. Furnish support and advice for overcoming limitations and problems by implementing
improvement recommendations, defined in the Toolbox with Solving Instrument, and
GIF Project puts at the TC and IFI's disposal.

A TC's roles are the following:

1. Consultant. A certified and qualified expert, who transfers the best practices to IFI
(contained in GIF Governance Manual), by guiding them, giving them advise, and
monitoring the progress of improvements. TC elaborates reports on the progress and
on the conclusion of his work in agreement with the IFl; the TC must have a strong
understanding of the “objectives” accomplishment.

2. Trainer. TC's ability to instruct knowledge and skills about Governance is extremely high
and based on the principles of adult-instruction --throughout the accompaniment
process, he or she performs as tutor and coach.

TC must design his/her support framework, on the Project’s GIF Instruments, keeping up with the
quality, consistency and effectiveness during the entire GIF Accompaniment process.

GIF Instruments’ objective is to measure Governance quality, (founded on the respect of the IFI’s
culture, rules and procedures); for its subsequent improvement.

Financial Institutions working together with GIF Project

All Latin American IFI working in favor of financial inclusion may use GIF Project’s GIF Instruments to
improve their Governance quality, an ongoing and sustainable basis, i.e., far beyond in time than
the period of financial support granted by the Interamerican Development Bank jointly with the

2 “pA professional secret refers to the information received under confidentiality terms by someone during his/her

professional exercise. Any person is morally obliged to use this confidential information solely for the purposes it was
entrusted for. Should the receiver revealed said information to non-authorized people, or uses it for his/her personal
advantage, he/she will infringe his /her professional ethics”. (Schmidt: Ethics and Business for Latin America).
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Investment Multilateral Bank (BID FOMIN), and the Swiss Agency for Development and Cooperation
(COSUDE)?

Accompaniment Stages

Accompaniment stages are four (4):

1. Stage l. Diagnosis: First workshop, development of the ex—ante diagnosis and the Plan
for improvements.

2. Stage Il. Implementation of the Plan for improvements using the Toolbox with Solving
Instruments.

3. Stage lll. Ex—post diagnosis.

4. Stage IV. Program dissociation.

CHART Nol
ACCOMPANIMENT STAGES

STAGE | STAGE I
DIAGNOSIS &

IMPROVEMENT PLA IMPLEMENTATION

STAGE IV STAGE IlI
PROGRAM

DISSOCIATION

3 GIF Project will end in March 2019; thus, IFI’s support requests will be received up to March 31, 2018.
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Stage I- Introduction, Diagnosis & Plan for Improvements

The diagnosis stage has been estimated to last 90 days, including at least 5 working visits to the IFI.
The activities covered are:

CHART No 2
ACTIVITIES: STAGE |

Presentation

CC Hiring

TC Selection —>

Meeting

v
m%
v

Approval of

Drafts & Plan for
Improvements

TC Selection Process

IFI conduct the selection of Training Consultants according to the database of Consultants certified
by GIF Project.

Certified TC may conduct a marketing action of the Project as well as of their professional profiles in
order financial institutions take them into account during the decision process.

TC promoting GIF Project and his/her own professional profile must ensure the transfer of
information to IFl is accurate, particularly in the following aspects:

1. The project’s nature, its scope, estimated GIF Accompaniment time, IFl commitment to
being involved actively along with its Senior Management and Administration Board.
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IFI’s economic commitment to pay for the specializing support received*.

o o 5 ]
Hiring % “Dime 'y o

Upon TC selection, IFl will sign the corresponding contracts olvido,

with the chosen TC, whose contractual relationship is mainly o~

with the IFI. enséfiame y lo
recuerdo,

Cuadro: “Tell me and I'll forget it, show me and | will . ,

remember; involve me and I’ll learn it”. involucrame y lo
aprendo”.

Presentation Meeting

Before commencing the effective Governance
institutionalization process in an IFl, a formal meeting must be held with the participation of the
chosen IFl and TC, if he/she has been already chosen. The meeting agenda is:

1. Fosterthe IFI's sound commitment, including the highest decision levels of the financial
institution, to address the Governance institutionalization process and strengthening.

2. Make it perfectly clear the IFIl must appoint a counterpart to work with the TC, one who
has full authority to support with determination the development of the GIF
Accompaniment process, and with the capacity to ensure the availability of information,
resources, and the available time IFI's competent bodies must spare to involve in this
task.

3. Determine and agree on dates for the first session with the Administration Body. It is
important to count on the participation of all the Administration Body partners (or the
Board of Directors, Management Boards and Surveillance Commissions), as well as the
Senior Management.

4. Explain and deliver to the IFI the session objectives, scope and estimated duration in
order the financial institution foresees all details for holding it. The session should cover
a comprehensive explanation of the GIF Project, its scopes, working mode, the IFl's

4 For the period, GIF Project continues to be effective and receives support from BID FOMIN & COSUDE, the following
aspects should be mentioned: a) GIF Project subsidizes 50% costs, equivalent to USD.7,500.00; and, b) IFl must pay any tax
imposed by the country where it operates.

5 During the period of BIM subsidies reception, in its capacity of GIF Project executing organization, BIM will sign an
agreement with the IFI chosen to receive Governance institutionalization and strengthening. As of this agreement, the
selection process and hire of the Training Consultant must begin.

6 For as long as the Project counts on the subsidy, TC must keep formal contact with GIF Project’s personnel and cover the
following points: a) elaborate reports on the financial institutions’ work progress including the input of timely and authentic
information regarding the work performed in supported financial institutions. Thus, follow-up and monitoring tasks of GIF
Project will be given support; b) receive support from GIF Project on how to use and apply GIF instruments, whenever
required.
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active participation, structure of the Governance Commission leading the financial
institution’s work and the application of a fast track diagnosis to collect Governance
status perceptions; and, finish with the elaboration of the general working plan guiding
the GIF Accompaniment actions.

First Session (Workshop with IFI Administration and Executive Bodies)

The first starting session is planned and hold in the IFl location with the participation of: a)
Administration Board, and b) Senior Management’, before GIF Accompaniment process takes place.
The workshop lasts three hours approximately and has the following objectives:

Make sure the IFl is involved and committed to its Governance institutionalization.
Conduct a Governance perception analysis (fast track), to sensitize the subject at IFI’s
administration and executive levels.

3. Establish a Governance unit to lead the IFI’s diagnosis and its improvement plan.
Design a working plan.

This first session is addressed to:

1. Perform Good Governance practices in IFl. With the Training Consultant (TC)
accompaniment starts Governance instruction which approach is based on learning by
doing, i.e., practical learning.

2. Strengthening Governance competencies®. Strengthening competencies entails an
ongoing and constant learning process based on an action-reflection-action (A-R-A)
methodology. Upon ARA’S implementation, attitudes and behaviors will change at the
same time skills and abilities are developed within the IFl. In doing so, they will make
GIF Instruments their own ensuring, over time, an ongoing improvement of the IFl’s
Governance quality.

The suggested session contents are the following (See guide for the first session).

7 Participating in a Senior Management session (not only at the Executive Management level), is essential for understanding
the Governance institutionalization scopes and repercussions in addition to ensuring the commitment of managers
themselves to the GIF Accompaniment process along with their support and participation. This joint evolution of the
process can only be possible to the extent all participants understand GIF Project contents and repercussions.

8 Competencies comprise knowledge, skills, abilities, guidance on values, behavioral or attitudinal predispositions to face
tasks foresee the achievement of certain strategic objectives.

10



GOBERNANZA

E INCLUSION FINANCIERA

GIF

Beginning

TC starts the workshop (See Power Point “Presentation of first session”), with the participation of

IFI’'s members, who are part of the Senior Management and Administration Body. The facilitator will
explain the following points:

f La construccion de \
competencias en

Gobernanza es un

proceso continuo y
permanente de aprendizaje, basado en una metodologia
accion-reflexion-

accion.

. J

Building-up Governance competencies entails an ongoing and constant learning
process based on the action-reflection-action (A-R-A) methodology.

GIF Project description. The description concentrates on GIF Project’s overview, standing out
its scopes, dimensions and commitments as well as explaining the instrument in general terms.

The instrument applied to strengthen Governance. GIF Instruments will be explained in broad

terms. The objective is to explain clearly the good practices systematized in the manual,
showing standards are distributed in six pillars. Furthermore, explaining the manual covers the

11
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management of Governance crisis; the usefulness of the evaluation and diagnosis of GIF
Instruments; and, how these relate to the Toolbox with Solving Instruments.

Appraisal of Compliance - Fast Track Diagnosis

A fast track appraisal will be held with the view to attain the perceptions of the Administration Body
on the status of the IFI’s internal Governance system, without the need of counting on supporting
documentation. (See the Excel file: Appraisal of the Fast Track Compliance Instrument).

The perception of the session’s participants is subjective because it reflects their individual opinion.
The main benefit of this self-appraisal is to prompt the Administration Body partners to reflect on
Governance issues, to size the future working scope and to understand its significance.
Consequently, participants should commit themselves to the Governance process, and learn how to
use GIF Instruments.

Self-appraisal results will not be shared with the session participants since they do not produce an
added-value to the process. Instead, those results may provide evidence for opposing positions
lacking an objectivity.

Governance Commission® “Lo que cuenta no
es el numero de

Administration Body partners are requested to conduct )
the selection process and supervise the establishment of horas trabajadas,
the Governance Commission, as part of the sino la energia
resy:.>on5|b.|I|t.|es it holds. The GF |.s responsible for the GIF que se pone en
Project within the IFl, and the liaison between the GC and ”
the TC. esas horas
Andnimo
Since the Governance Commission assumes the leading of
the Governance institutionalization process, the criteria
to select GC members must be the following:

“The number of worked hours is inconsequential because what is significant is
the energy spent in those hours”. Anonymous

9 Some countries, as per regulatory requirement, prescribe governance commissions should be conformed expressly by
the Administration Body partners. If this is not done, it is recommended to follow the Project’s guidelines. Whichever the
situation, the Administration Body has the power to decide the Governance Commission’s conformation and whom will be
its members.

12
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Liderazgo

Representatividad

CHART N°3 QUALITY GOVERNANCE COMMITTEE

eLider plenamiente comprometido con el proceso de mejora

eDebe contar con representatividad y autoridad para liderar la gestion y
supervision del proceso de mejora

Se pa racion de eDelimitar apropiadamente las funciones y responsabilidades que

funciones

Divulgacion

aseguren objetividad e independencia, aislando conflictos de interés.

eCapacidad para centralizar la coordinacién del proceso con el propdsito
de optimizar recursos

eCapacidad de socializar el proceso que se estd gestando en forma
continua a diversos grupos de interés

Leadership

Be a leader fully committed to the improvement process.

Representativity

Have representativity and authority to lead the management and
supervision of the improvement process.

Delimiting functions

Define functions and responsibilities appropriately to ensure
objectivity and independence isolating any conflict of interest.

Efficiency Own capacity to centralize the process coordination in order to
optimize resources.
Spreading Have capacity to socialize the process conceived in an ongoing basis

with various stakeholders.
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Working Plan

The session participants should be informed about the responsibility of elaborating a working plan
according to the corresponding schedule. By means of which, the Project’s landmarks will be
established along with their duration and the appointment of whom will perform the inherent
activities.

Minutes

Any key task performed in the IFI should have its corresponding Minutes. Thus, the First Session
should have a signed Minutes in order to be documented (See Model for the First Session Minutes).

Diagnosis Implementation

The diagnosis stage, conducted in the selected IFl, is designed to identify all IFl areas to be improved
(See the Diagnosis and Evaluation instrument), through the comparison of best practices (See the
Theoretical Base and the Governance manual), and the IFI’s current situation. In parallel, and as a
complementary part of the integrated approach, the diagnosis of “Compliance and Risk
Management” will be performed according to the adjustments and complementary generic GIF
Instruments.

15
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The entire diagnosis process is conducted from the GIF Accompaniment’s perspective (advice). The
execution aspect contemplates a customized educational dimension covering instructional tasks
imparted in workshops. The TC advice supports the incorporation and practical application of
Governance diagnosis tasks, the instruments transfer, and further forward, the recommended
improvement. The process demands the interaction among the IFl, the assigned counterparts, and
the TC, fostering reliable relations within a positive interpersonal relations framework, which in turn,
ensures the process success.

The significant aspects in the relationship of a TC with the IFl includes the following elements:

1. Show high competence in his/her profession creating a security environment within the
IFI concerning his/her Governance knowledge and experience.

2. Create a competent professional relationship, a polite and friendly treatment, and a
high level of empathy, whereby he/she will be able to establish a sound relationship
with clients.

Make emphasis on the practical value of the imparted instruction contents.

4. Ensure he/she understands the IFI’s institutional culture when acting as advisor-trainer;
avoiding having opinions in this regard.

It is expected the advice approach aims at the development of abilities enabling the achievement of
sustainable and significant Governance improvement. It is essential that the advice is based on an
ongoing improvement.

The Governance quality diagnosis will be of a comprehensive and thorough nature. At first, the IFI's
internal rules are analyzed extensively, i.e., a documentary analysis known as Formal Analysis is
applied. Later, the comparison between what the current IFI’s status and the results of the Formal
Analysis making emphasis on qualitative aspects representing practical evidence takes place. (Below
see Excel macro working sheet — governance diagnosis adjusted to risks). At the same time and as
part of a specific risk analysis, the Compliance and Risk Management diagnosis is performed, whose
marking is separate, but complementary to the general Governance diagnosis (Below see Excel
working sheet on diagnosis adjusted to risks).

The diagnosis task is closely coordinated with the IFI’s official, appointed to support the TC’s tasks,
to collect documentary information, and to have interviews with Administration and Executive levels.
TC's duty, within the IFI, at different times will cover meetings, dialogue sessions, workshops
supporting the diagnosis conduction, and the transfer of GIF Instruments into the IFl —both into the
Administration Body (during the entire process 6 one-hour meetings have been estimated), and
more often with the Governance Commission. All meetings should record its agenda in a Minutes.
(See Model of minutes).

16
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Presenting Draft Versions of the Diagnosis and the Plan for Improvements

Upon collecting IFI’s information and the analysis of practical or factual conditions, next comes the
systematization of the main findings and diagnosis results. At this point, the TC will:

Submit the diagnosis results to the Governance Commission.

Analyze the results jointly with the Governance Commission.

Promote the approval of the diagnosis report on Governance Quality.

Support the elaboration of the Plan for Improvements for Governance quality (IPGQ).
Back up the submittal of results to the Administration Body.

o v A wWwN e

Promote the approval and prioritizing of the standards of the Plan for Improvements,
including times and people responsible for its execution.
7. Elaborate the report of this stage systematizing actions and results.*

Approval of the Ex Ante Diagnosis & the Plan for Improvements by the
Administration Body

The presentation and approval of the Ex-Ante diagnosis and Improvement Plan must be submitted
to the Administration Body for their information and approval.

Stage ll: Plan for Improvements Implementation

During the implementation stage, the TC must perform as the IFI’S coach, in order to overcome all
detected limitations in the diagnosis stage and to facilitate the IFI'S Governance improvement. This
stage will last 210 days approximately.

During the working process the principle of conducting a process of transfer and not a dependence
one will be applied ensuring the IFl and the Governance Commission can develop a set of skills and
abilities inherent to the institutional Governance improvement.

Next, the main activities that should take place:

10 For as long as GIF Project counts on a subsidized support, TC must submit a report to BIM on the diagnosis and plans
for improvements.

17
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CHART No 4 ACTIVITIES RELATED TO
THE PLAN FOR IMPROVEMENTS IMPLEMENTATION

Definicion de
prioridades de
mejora

Definicion de
supuestos criticos

Definicion de
indicadores de
cumplimiento

Definicion de
tiempos y
responsables de
mejora

ejecuciéon de
mecanismos de
control y evaluacién

Definition of Improvements Definition of Critical Definition of Compliance
Priorities. Assumptions. Indicators.

Definition of the duration and | Definition of the Estimating the effects of
the responsible people for Implementation Budget. achieved improvement.
improvement.

Execution of control and
evaluation mechanisms.

Support must be given to the Plan for improvements implementation using the Toolbox with Solving
Instruments (See Toolbox with Solving Instruments), in close contact with the Governance
Commission to ensure the IFl, eventually, is capable to acknowledge its limitations and, on a
constant basis, generate solutions to its problems (See Implementing the Ex-ante Governance
Improvement).

18
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The TC must elaborate monthly reports on the Plan for Improvements implementation (See Report
on accompaniment), which are forwarded to IFI*! and should count on the respective approval. The
TC must justify, at least, 40 working days for this stage.

Stage lll: Ex Post Diagnosis

The ex-post diagnosis goal is to assess improvement produced within Governance pillars and
standards. It is conducted once the solutions, set forth during the previous stage, have been
implemented; in which also the Governance indicators will be evaluated. Such evaluation will be led
by the Governance Commission, under the TC’s supervision. (See Ex - Post Diagnosis content).
Approximately, this stage will last 60 days and can be held parallel with the last months of Stage II.

Activities in this stage are the following:

11 These reports should be delivered to BIM as well for as long as the GIF Project’s support is effective to the institutions.
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CHART No 5 ACTIVITIES STAGE lll

Realizacion de Elab n de diagnodstico ex
post, nuevo plan de
para evaluar avances mejoras

Aprobacion de
diagnostico y nuevo p
de mejoras por S
Organo de Direccién acompafiamiento

Informe de
sistematizacion del

Ex - post Diagnosis execution Development of new plans for improvements.

Approval of the Diagnosis and the New Plan for | Report on Accompaniment systematization.
Improvements by the Administration Body.

Upon the evaluation conclusion, the following must be executed:

1. Systematize the information and the results analysis.

2. Prepare a new plan for improvements, including various aspects of the previous
plan given that the new evaluation was conducted during shorter periods of time,
and several previously proposed solutions require longer maturity periods to
produce results after their implementation. (See Model for the Ex — Post
Governance Plan)

3. Present the results of Governance quality evaluation and those from the new plan
to the Administration Body for their consideration and approval.

20
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4. Prepare a report on the evaluation and improvement plan systematizing their
corresponding accompaniment.'?

Stage IV: Scheduled Dissociation

The process of dissociation begins upon the effective bases for Governance institutionalization have
been established (Consolidation of the Governance office and the competencies evaluation using
GIF Instruments).

In this stage the results achieved by the following points should be submitted in a session:

1) The Governance Commission development and adoption of competencies in order to
use the evaluation GIF Instruments and the Toolbox with Solving Instruments.

2) The Governance Commission operation consolidation and its permanent nature
determination.

3) Submittal of the Final Report on the work conducted in the IFl and results obtained. (See
Final Report document)®.

SUMMARY OF MUST-USE INSTRUMENTS &
DOCUMENTS DURING THE ACCOMPANIMENT PROCESS

STAGE ACTIVITY INSTRUMENT/DOCUMENT ‘
Select Financial Appraisal = Letters from beneficiary financial
Institutions ® institutions

Form for application

Stage |: Diagnosis First Session =  First guiding session
= Power Point presentation in First Session

= Appraisal instrument: Excel working sheet

®=  Minutes model of the First Session

12 Submit the report to BIM if the GIF Project continues to receive support.
13 Later, GIF Project will conduct a follow-up in the institutions where GIF Instruments were applied with the purpose of
verifying and evaluating theirs uses and determining the results and effects being achieved.
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Diagnosis Execution

Diagnosis and Evaluation Instrument
Theoretical basis and Governance Manual

Macro working sheet - Governance
Diagnosis in Excel

Diagnosis adjusted to risk in an Excel macro
working sheet

Stage Il: Implementation
Implementing the
Improvement Plan

Toolbox with Solving Instruments
Implementation Plan of ex—ante
governance

Report on accompaniment

Stage llI: Diagnosis and Content Ex—post Diagnosis —
Diagnosis ex —post  Improvement Plan Model Oex-post Governance plan

Stage IV: Document on Final report
Dissociation

22
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GLOSSARY

*  Minutes. Written document giving evidence of what happened in the Governance sessions
performed jointly with the financial institution receiving support and advice.

* Management. Group of people responsible for the financial institution’s management that
is the outcome of the delegation granted expressly by the Administration Body.

* Formal Analysis. Formal evaluation whereby it is established if the financial institution has
documents or not for the incorporation of a standard components.

* Appraisal of Fulfillment (fast track). A fast evaluation and collection of opinions from the
Administration Body, with no endorsement at all, about the IFI’ s Governance status; and,
conducted with the purpose of sensitizing the theme.

* BIM. Co-executing entity of GIF Project according to the mandate of the Interamerican
Development Bank and the Swiss Agency for Development and Cooperation COSUDE.

* Toolbox with Solving Instruments. A set of instruments whereby the financial institution
will be able to incorporate into the IFl the best practices established under the standards
proposed in the Governance manual.

* Governance Commission. A commission conformed by the Administration and Executive
bodies members. Responsible for leading the diagnosis process and implementation of the
Governance improvement plans.

* Training Consultant. Person accredited by the GIF Project, who renders services of advice,
accompaniment and training to financial institutions. Such services are focused on the
development of the financial institution’s abilities to incorporate Project’s GIF Instruments
by making them their own; and, to apply them regularly through the ongoing process of
Governance quality improvement.

*  Program Dissociation. The moment when the Training Consultant ends his / her work in the
financial institution prior proving the accomplishment of the Governance unit consolidation;
and, the evaluation of competencies for the use of GIF instruments has been conducted.

* Governance Diagnosis. Analysis of the Governance status within the IFl, i.e., compare its
current situation with the ideal situation established by the best-practices standards.
Accordingly, determine the gaps between them in order to promote plans forimprovements.

* Ex Post Diagnosis. Evaluation of the improvement made in the Governance pillars,
standards and indicators once the set forth solutions were implemented in the previous
diagnosis stage and plans for improvements.

24
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* Governance. The System whereby financial institutions are directed and controlled,
including decision making to set forth objectives, the means to achieve then and the manner
how to do the performance’s follow-up.

* Effective Governance. It is the Governance in a financial institution that has included in its
objectives and action plans, good practices achievement and their monitoring.

* Implementation of Plan for Improvement. It refers to the setup of objectives, priorities,
indicators along with the appointment of people responsible for the financial institution’s
Governance using the Toolbox with Solving Instruments.

* Reports. The documents with the comprehensive description of findings, improvements,
and results from the various Governance improvement stages.

* Inclusive Financial Institution (IFl). Financial institution working with low-income users of
the society located in urban and rural zones. The IFl renders services of loan and credit,
savings, remittances, insurance, and often providing non-financial services of health and
education.

* Administration Body. A body conformed by several people appointed by the General
Assembly that is the main responsible level for the outcomes and results from the financial
institution’s management. It is also referred as the Board of Directors, Management Board
or Administrative Council.

* GIF Project. Project for financial institutional governance and major financial inclusion,
whose goal is Institutions for Financial Inclusion (IFI) in Latin America improve their
Governance quality by the institutionalization of its system and facilitating the good
practices sustainability.
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GIF

GIF PROJECT PRINCIPLES

1. We leave installed capacities, i.e., skills and abilities sound and consolidated not ethereal
reports.

2. We offer instruments to implement an effective Governance institutionalization.

3. We respect institutional peculiarities and culture and promote the incorporation of good
practices into the financial institution’s reality.

4. The development of reports must be jointly produced with the financial institution; and, be
immediately applied to the IFI.

5. We generate a baseline on which we base our work and measure our impact.
6. We respect confidentiality and professional ethical principles.

7. We produce learning that we share with institutions of financial inclusion (IFl), in Latin
American, the Caribbean, and the entire world.

8. We foster teamwork.
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GIF PROJECT’S CURRENT PROCEDURE

CURRENT DIAGRAM FOR GIF PROJECT’S IMPLEMENTATION

IFI COMMISSION / CONSULTANT
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1. Firma de conveniosy
contratos

'

3. Preparacion del CC, previo al inicio de acompafiamiento:
- Presentacion reunion inicial
- Fast Track
- Acta primera sesion
4. Programacion de reunidn de Consejos / Directorio
5. Ajustes a la guia de reunién y preparacién de materiales:
Guia del CC para la primera reunién con IMF
- Presentacion inicial

Sugerencias para la primera reunion
5. Ejecucidn de reunidn inicial de Consejos/Directorio

7. Inicio de trabajo de Diagndstico
- Base tedrica y manual de gobernanza
- Instrumento de diagnostico y evaluacion
- Hoja macro de trabajo — Diagnostico de Gobernanza
8. Relacionamiento con el COM
9. Presentacion de Primer borrador de diagndstico de Calidad
de Gobernanza (DCG)

- Contenido diagndstico

2. Reunién inicial para presentacion y aclaracién de dudas con las entidades.
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12. Introduccion de la caja de herramientas GIF a la Comision de
Gobernanza (CG)
Caja de Herramientas
- Glosario
13. Inicio de acompafiamiento de mejora — Informes de avance mensual

}

14. Reuniones de seguimiento de avance con Consejos /
Directorio y ajustes al PMCG
Informe de acompanamiento
- Modelo de actas
15. Cierre de aplicacion del plan e inicio de Evaluacion de calidad
de Gobernanza (ECG)
Contenido diagndstico ex post
- Modelo de plan de gobernanza ex post

16. Presentacion de
borrador de primer
informe de ECG

17. Aprobacion de
ECG

18. Inicio proceso de desvinculacién — Presentacion de nuevo PMCG

19. Cierre Acompafiamiento

10. Aprobacidn Informe de DCG y

presentacién primer borrador Plan

de Mejora Calidad de Gobernanza.
NOTAS - Modelo PMCG

11. Aprobacién PMCG, designacion

funciones y cronogramas.
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1. Signatures of agreements and contracts.

2. First session to present and clarify doubts to entities.

3. TC preparation, prior the beginning of accompaniment.
First session presentation.

Fast Track.

First sessions minutes.

4, Programming Commissions / Board of Directors.

5. Adjustments in the meeting’s guide and material preparation.
TC guidance for the first meeting with IMF.

First presentation.

Suggestions for the first session.

6. Hold the First meeting with Commissions / Board of Directors

7. Starting Diagnosis work
Theoretical basis and Governance manual
Instrument of diagnosis and evaluation

Macro Working Sheet — Governance Diagnosis

8. Relationship with the COM ( )

9. Presentation of First draft on diagnosis of Governance Quality (DGQ)
Contents of diagnosis

11. Introduction of GIF Toolbox with Solutions to the Governance Commission (CG)
Toolbox
Models of minutes

12. Starting the Improvement Accompaniment — Report on monthly progress
13. Meetings on progress follow-ups with Commissions / Board of Directors and PIGQ
adjustments.

Report on accompaniment
Model of minutes

14. Closing the plan application and Starting the Evaluation Governance quality
(EGQ).

Ex post diagnosis content

Model for the ex post governance plan

15. Submit draft of first report on EGQ

16. EGQ approval
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GIF

17. Starting dissociation process — Presentation of the new PIGQ

18. Closing Accompaniment process

10.Approval of DGQ report and submittal of the first draft of the Plan for Improving Quality
Governance.
Model PIGQ

11.Approval of PIGQ, designation of functions and schedules.

19. It applies to all consultants developing accompaniment processes for borrowing entities.

20. Consultants will keep informed all entities and BIM LTD., about the results generated during
GIF Accompaniment process.

ACTIVITY FREQUENCY

#2 Always
#10
#16
#19
#5 At the discretion of

#12
#18
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APPLICATION LETTER

___ ,April 2017
To
GIF Project
Governance & Financial Inclusion
Bolivia

TO WHOM IT MAY CORRESPOND:

This is to put at your disposal our financial institution’s cooperation and the timely intervention in
the activities performed during project ...

Along this line, | present our financial institutional approach and strategy:

Mission

Vision

Objectives

Our financial institution renders services to low-income users, in our influential operating zones,
with the purpose of generating opportunities and progress in members and household levels ...

Our financial institution focuses on development financing by offering services such as ...

The importance of strengthening our financial institution’s governance is...

Upon being accepted as the Project’s beneficiaries, we would like you furnishes us with the Training
Consultants data base to review the profile of all accredited consultants. Likewise, once the subsidy
is approved, we can select the Consultant, who will perform GIF Accompaniment to our financial
institution.

It is worthwhile mentioning that our financial institution commits itself to assume 50% (USD.7.500.
-). of the total GIF Accompaniment cost (USD. 15,000).

The hereinabove is informed for the purposes our financial institution pursues.

Sincerely,
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GUIDE FOR THE FIRST SESSION

(Note: This guide has been used in pilot tests. The TC MUST adjust

this document to the reality of each GIF Accompaniment)

1. GENERAL OBJECTIVE:

This session’s participants will be able to comprehend the structures, repercussion and compromises
linked to the development and implementation of the Project on Governance and Financial Inclusion

(GIF).

2. SPECIFIC OBJECTIVES:

Upon the session ending, the participants:

Are involved and committed to participate actively in the GIF Project implementation.
Count on an official unit that will articulate the process of planning, management, execution
and monitoring of Governance within their financial institution.

Will have made official their commitment to elaborate a plan or working schedule for the
GIF pilot stage implementation.

3. MAIN MESSAGES:

v

v

GIF Project seeks our financial institution’s members learn to use an instrument that will
improve our abilities to manage governance.

Our financial institution’s members will learn to use an instrument that will help us to count
on good-practices-based governance.

Standards consist of a set of Good practices implemented in various spheres, including the
inclusive finance sector.

We intend to outline our action plan for improvement governance upon counting on sound
results of our governance quality diagnosis.

We will lean on our Governance commission to foster the institutionalization processes and
governing systems within our financial institutions.

GIF will respect our culture, rules and peculiarities.

The appointed TC accompanies the process of learning how to improve Governance.

4. ENERGIZING OR VITALIZING EFFECTS:

v

Video: “Teamworking” (optional).
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This guide is for the TC exclusive use.

Duration

15 min.

Content

Opening

Method / Task / Activity

Welcome: Facilitators receive participants.

Facilitators presentation: Facilitators give a
brief presentation of his / her CV.

Participants’ dynamics presentation: Each
participant should introduce himself/herself to
his/her partner seated to his/her left. The
information must include name, time he/she is
in the board of directors, if he/she belongs to
any Commission under the Board of Directors,
and a quality he/she appreciates in his/her
partner. SLIDE 3 & 4

This presentation group dynamics will take 1 to
2 min.

Presenting general aspects of the meeting: At
this point, the aspects tackled are: Total
duration of the working session and interaction
rules. SLIDE 5 & 6. Then, the question about
his/her EXPECTATIONS of the meeting. SLIDE 7

To close the opening, the projected objectives
are outlined. SLIDE 8

Reference / Resources
Material

Participant folder

Power Point
presentation

Summarized CV of
Facilitators (optional).

When explaining
expectations, these will
be listed on a board or
flipchart in order to
review them publicly at
the end of the meeting.

10 min.

To review

Facilitator urges participants to interact sharing
their experience and knowledge on the subject
(Governance and Financial Inclusion). SLIDE 9
Any Project success depends to a great extent
on the people who participates in it. Because it
is necessary to conform Working Teams and
Non-groups (both concepts are explained).

It is important, at this
point, participants link
objectives with
expectations.
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20 min To guide Present the Project as the background of our
work: an overview of GIF Project is given
making emphasis in its scopes, dimensions and
commitments. SLIDES 10 to 21

30 min. To present Present GIF instrument focusing on the | Flipchart

general explanation of the instrument. The
objective here is clearly state these good
practices are included in a manual showing
standards have been distributed into 6 pillars.
In addition, the manual has guiding elements
to handle governance crisis with their
theoretical basis. We emphasize on the
usefulness of the evaluation and diagnosis
instruments. Lastly, how it relates to the
Toolbox with Solving Instruments. SLIDES 22 to
36

WARNING: AVOID GOING INTO DETAILS IN
EACH STANDARD, JUST EXPLAIN EACH PILLAR.
(4 MINUTES PER PILLAR MAXIMUM).

Flipchart paper sheets
Markers

Power Point
presentation
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40 min.

To implement the
instrument

Fast Track of Governance quality: Facilitator

invites participants to implement the

preliminary diagnosis (fast track). SLIDE 37

It is important to explain the questionnaire has
seven sections. The first, evaluates general
standards of the financial institution, and the
rest evaluate each pillar individually.

Facilitator will read each section individually,
i.e., he/she will read and wait for the
participants to understand and complete that
section. Then, the Facilitator continues with
the next, until they are all covered. Upon
reading each section’s instructions, the TC sill
ask if there is any doubt and if the standard
concept explanation is clear. Making sure ALL
participants have understood, and ALL are at
the same learning pace in order, subsequently,
ALL participants fill out the questionnaires duly
and correctly.

Once the questionnaire is filled out, Facilitator
ASKS ALL PARTICIPANTS ABOUT THEIR
PERCEPTION REGARDING THE QUESTIONNAIRE.
The expected answer is they are amazed on
how little they know about governance and
their own financial institution; and, that they
have sensitized how much they should learn to
improve governance quality. Other cases will
say they have plenty of opportunities to
STRENGTHEN their financial institution
governance. All feedback must be WRITTEN ON
A BOARD or FLIPBOARD.

WARNING: In this session NO RESULTS OF THE
APPLIED TEST WILL BE SUBMITTED; they will
be presented in the subsequent report.

Power Point
presentation

A questionnaire for
each participant, better
it they are only
directors.

This is an important
section since this is a
key moment to become
aware of the status of
governance quality
(THEIR WORK)
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10min

Presentation of the accompaniment scheme;
SLIDES 38 to 40. It is important to link the
significance of the pilot test to the governance
office to be chosen and that all the board of
directors’ members get to learn, at least, the
manual. Accordingly, the respective test will be
administered.

20 min.

Appointment of the Governance Commission.
SLIDE 41

Facilitator invites all Board of Directors
members to appoint the unit responsible for
the Project, within the financial institution,
whom will be the liaison between the IFl and
the Training Consultant.

Note: Using the manual criteria

15 min.

To summarize
Working Plan &
Schedule

(Third

Part)

Facilitator invites participants to concert the
development of the Working Plan and its
Schedule through the
coordination of coming meetings and dates.

participants’

(Counterpart and entire Board of Directors)
SLIDES 42 & 43

Power Point
presentation

Working Plan &
Schedule

5 min.

To summarize
Closing

Facilitator picks up the thread again of the
most relevant points discussed during the
session to close it appropriately.

SLIDE 44

EXPECTATIONS, PREVIOUSLY WRITTEN, WILL
BE COMPARED WITH THE ACHIEVED POINTS. It
is optional to show the objectives, in the
screen, to corroborate whether they have been
achieved or not.

Farewell:

IMPORTANT: Explain to participants that
during the next 5 working days, the IMF
General Manager will be delivered a one-page
report on the First session (with copy to the
unit responsible for the GIF Project execution,
within the financial institution).

Power Point
presentation

Working Plan &
Schedule

Source: JC: Juan Carlos Sanchez Valda
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MINUTES - FIRST SESSION

Financial Institution:

Country:

Place and date:

Duration: 2 Hours, starting at ...

Participants:

Responsible Training Consultant (TC)
JOINT FACILITATION: If applicable

1.

Session Objectives

Propose two or three objectives. (Example: i) Involve and commit the IMF to the project; ii) establish
the Governance Commission; iii) develop a working plan).

2.

Vi.

Vii.

Working Agenda

(Proposed agenda)

viii.

3.

Presentation of facilitators and participants
Considerations about the session

Description of GIF Project

Instrument applied to strengthen Governance

Fast track evaluation on governance quality

Selection and take office of the Governance Commission
Commitment to elaborate the activities Schedule
Closing the session

GIF PRINCIPLES ACCEPTED BY THE TEAM

List the Project’s principles accepted along with the Governance Commission. For instance:

We will leave abilities and competencies learnt, i.e., skills and abilities sound and
consolidated not ethereal reports.

We will propose instruments to implement an Effective Governance institutionalization.
We will respect institutional peculiarities and culture and we will promote the acceptance
of good practices into the financial institution’s reality.

We will develop reports jointly with the financial institution, which will be immediately
applied to the IFI.

39



G I F GOBERNANZA
E INCLUSION FINANCIERA

4. GUIDELINES FOR FUTURE GIF MEETINGS

Determine guidelines for holding future working meetings, namely:

All meetings will have one or more learning objectives.

Each meeting with the board of directors should have the same structure and last maximum
an hour; always counting on a clear objective.

All meeting should conclude in the steps to follow or an action plan.

5. NEXT STEPS TO FOLLOW AFTER THIS MEETING

Determine the following steps, for example:

Elaboration of the activities schedule with the Governance Commission (up to 10 days as of
the date of elaboration).

Process for collecting information for the Diagnosis event, in which Governance standards
will be evaluated (up to 70 days as of this date).

Development of the Governance Plan for improvements (up to 90 days as of today).
Meeting for the presentation of the baseline and the Plan for strengthening Governance to
the Board of Directors (Day 90).

Every project activity will be recorded and informed to the project.

6. CONCLUSIONS

Provide two or three conclusions as a result of the first meeting, namely:

All commit themselves to the Project. The evidence of such commitment is the letter of
acceptance and commitment delivered at the end of this meeting.

The Governance unit is conformed under the Governance Commission that is vested
officially by the whole Board of Directors. GC is conformed of:

XX

YY

77

Whom, as of today, will be closely in contact with the TC, responsible for GIF
Accompaniment.
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GIF

Model for the Minutes of Meetings

Financial Institution:

Country:

Place & Date:

Duration: 2 hrs., starting at 00:00 ...
Participants:

Responsible Training Consultant (TC)

7. Objectives for the session
Set forth two to three objectives:

8. Working Agenda
(Proposed agenda)
i Session considerations
i Description of
iii Closing session

9. Working session results
List main results:

10. Steps to follow, upon the meeting ending
Determine the following steps:
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