
PRIZMA (Bosnia)

Managing Social Performance

Introduction

Prizma is a 
microfinance
institution (MFI) 

based in Sarajevo, Bosnia-Herzegovina. 
Prizma’s institutional mission is ‘to improve the 
well-being of large numbers of poor women and 
their families by providing long-term access to 
quality financial services’.

As indicated in its mission statement, Prizma is
committed both to financial sustainability and
social performance. Consistent with its
commitment to financial sustainability, Prizma
achieved full financial self-sufficiency in 2001,
and in 2003 it generated an annual surplus in
excess of $350,000. Consistent with its
commitment to social performance, Prizma has
positioned itself at the low end of the Bosnian
microfinance market. Whereas most Bosnian
MFIs tend to target clients near or above the
poverty line, Prizma primarily reaches out to
poor women.

Out of a pre-war population of 4.4 million, the
war in the early to mid-1990s left 250,000
people dead or missing, and over 50 per cent of
the population displaced. Significant destruction
of housing and production facilities led to a
dramatic reduction in living standards and an
equally dramatic increase in poverty. Employing
qualitative and quantitative research methods
and drawing on available external research,
Prizma sought to better understand the nature
of poverty in the post-war and transitional
setting, as well as its own success in reaching
poor people. Additionally, Prizma has sought to
identify and mitigate biases that lead to
exclusion of the poor.

Based on this understanding of poverty, Prizma
offers a range of loan products for enterprise,
agriculture, basic needs and shelter delivered
through group and individual lending. 
Historically, enterprise loans represented 
Prizma’s core product, however, in the 
last few years they have diversified their 
products targeted at rural clients as well as 
non-enterprise loans.

Approach to social performance

Prizma’s steps to strengthen social performance,
increase its internal and external accountability
towards its depth of outreach and impact, as 
well as to position itself strategically to remain
effective in an increasingly competitive
environment, have been based fundamentally 
on board and management analysis of 
the context and needs of poor people in 
Bosnia-Herzegovina.

Since its inception, Prizma has embraced social
performance and financial sustainability as core
values, which has led to constant clarification of
the essential indicators of its effectiveness as a
social enterprise. For Prizma, social and
institutional performance are mutually enforcing
goals. Within this principal framework, Prizma
has focused on measuring and deepening
outreach in an environment of poverty and
growing inequality, improving service quality 
and institutional performance in an environment 
of growing competition, and measuring and
improving social impact. To these ends, Prizma
has sought to enhance social performance by
institutionalising organisational learning and
deepening poverty outreach, focusing
fundamentally on leadership, organisational
culture, incentives, and systems.
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Focus on key issues

Social performance management (SPM) is 
an institutionalised process of translating an 
MFI’s mission into practice. It involves setting 
clear social goals and objectives, developing 
a strategy to achieve these, monitoring 
progress, and using this information to improve 
performance and align organisational systems to 
the social mission. This section looks in detail at 
the key elements of Prizma’s SPM system.

Strategy to achieve social 
objectives

To manage its social performance, an MFI
must be clear about what it seeks to
achieve (its goals), have operational
objectives to manage against, and a clear
strategy to achieve these. The case of
Prizma is interesting because it has developed a
very clear strategy to achieve its social goals.

Reaching target clients 
Prizma’s strategy for poverty reduction is to 
expand access in poor communities. In the 
main, they target women because they form a 
disproportionately large percentage of Bosnia’s 
poor population, and face challenges accessing 
formal employment, appropriate financial 
services, and political representation.
Households run by women are also more
affected by poverty, and resources to support
them (in terms of accommodation and basic
needs) is limited.

Their targeting strategy also includes the use of
a simple but effective poverty scorecard
enabling the organisation to divide potential
clients into three target groups:
• High priority target group: clients from
 families that live below the poverty line
• Standard priority target group: clients
 from vulnerable non-poor families that
 live between 100–150 per cent of
 country poverty line
• Non-priority target group: clients from
 non poor families.

In 2007, Prizma also began to target male
clients as part of its outreach strategy, but aims
to keep this segment at or below 30 per cent of
its portfolio.

Meeting client needs
Understanding the nature of poverty in Bosnia
has equipped Prizma to serve the needs of poor
people. This understanding was sought in two
ways:

• Exploring portfolio data in order to
 assess seasonality, risk, and other
 salient features of poorer clients.
• Applying participatory rapid appraisal
 (PRA) tools to better understand the
 multidimensional nature, complexity and
 dynamism of poverty, and the daily
 challenges and vulnerability people face.

Findings from these studies revealed the rural,
ethnic, gender and refugee nature of poverty.
It also showed that poverty encompasses both
educated ‘new poor’ (who are asset-rich but
income-poor) as well as a more ‘traditional’
poor (who are asset-, education- and 
income-poor). Finally, it highlighted that shelter, 
an asset that is a critical poverty indicator
worldwide, is only modestly correlated with
poverty among the ‘new poor’. Thus, Prizma has
articulated different strategies for clients at
different levels of poverty, which aim to:

Reduce chronic poverty by helping to create and
sustain employment amongst the economically
active poor and low-income poor in order to
strengthen incomes and economic security over 
time.

Reduce transitory poverty by providing financial
services that enable clients to reduce income
fluctuations as a result of intermittent pension
payments, variable remittances, and unforeseen
setbacks to business activity which threaten
smooth income flows that enable families to pay
for basic necessities.

Reducing the risk of becoming poor by providing
financial services that strengthen livelihoods,
increase the level and regularity of incomes,
and help mitigate vulnerability where state
social services are inadequate or non-existent.
This product is targeted at clients just above the
poverty line.

Social responsibility

Social performance relates to who an
organisation can serve, how it serves them, and
the benefits of these services. It also relates to
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the way in which an organisation works in terms
of its relationship with clients, staff and
community, and its impact on the environment.
Prizma provides an interesting example of an
organisation which is socially responsible by
design.

Responsibility to clients
Prizma has adopted a pro-consumer pledge
which is displayed in every office. The pledge
outlines its vision and mission, defines the level
of service that clients deserve and should
expect from staff. It also serves to reinforce to
staff the appropriate treatment of clients.
Elements of consumer protection in Prizma
include:
• Standard timelines for loan processing
• Convenient loan disbursement processes
• Staff dress code to ensure that clients
 feel comfortable
• Transparent loan pricing policy
• Strategy to ensure against client 

overindebtedness
• Client complaint procedures.

Responsibility to staff
Prizma values the ability to serve people of
different backgrounds, and believes that in
order to do this effectively, this entails 
employing staff of all ethnicities. It also invests 
in its staff through training opportunities 
and incentives which are linked to social 
performance. Finally, Prizma seeks to provide 
support to staff when faced with health and 
other emergencies.

Responsibility to the environment
Prizma is strongly committed against financing
businesses that have a negative impact on the
environment. All applications for business and
agricultural loans include an Environmental
Procedures Form which examines impact on
(1) air (2) water (3) soil (4) nature (5) waste
(6) the rural environment and (7) society. A
negative score on any of these dimensions
disqualifies the loan application.

To ensure compliance with this policy, staff
undergo rigorous training, and the policy is
subject to internal and external audit.

Monitoring and assessing 
progress towards social goals

An MFI needs reliable and timely
information in order to track, understand

and manage its progress towards social
objectives. An information system needs to
collect both routine monitoring and follow-up
information, and communicate this effectively to
the MFI’s different stakeholders.

Tracking social objectives
Prizma has a number of systems in place to
help it track and understand progress towards
its social goals:

Monitoring poverty outreach is conducted for all
clients on entry using a poverty scorecard
comprised of seven indicators: education of the
head of household, location and size of
residence, household assets, transportation
assets, meat consumption and sweets 
consumption. This allows Prizma to understand
the relative poverty level of its clients.

Monitoring the change of poverty status uses
the poverty scorecard baseline data and
compares it with the same information gathered
at the start of each repeat loan cycle.

Exit monitoring, using a short, semi-structured
interview, is conducted on a sample basis by
field staff twice a year to answer questions such
as: Who leaves? What is the magnitude? What
are the characteristics of those that exit? Why
do they leave? Findings from exit monitoring
are communicated to different stakeholders
within the organisation:
• Head office reporting allows for trend
 analysis and branch comparisons.
 Detailed segmentation analyses are also   
 conducted to further understand the
 data.
• Branch reporting facilitates a branch level
 discussion of the reasons for client
 exit and potential improvements in
 operations.
• Adhoc data mining allows exit data

(linked to the MIS) to respond to key
questions in the strategic planning
phase.

Client satisfaction monitoring is conducted by
the marketing manager on a twice-yearly basis.

Focus groups provide information on how
Prizma is reaching, serving, and impacting its
target market, namely poor women, by
asking: which groups does Prizma reach?
Which groups are excluded? What kind of
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products and services should Prizma develop to
reach and serve its target clientele? Focus
group discussions enable Prizma to investigate
the reasons behind the patterns and trends in
client status highlighted by the monitoring data.

Using social performance information
Enabling staff to generate reports on client
household poverty status by branch, product,
exit, gender, portfolio quality, and an array of
other variables already captured in the MIS
represents a milestone in Prizma’s efforts to
enhance its social performance. In addition to
enables Prizma to better meet its
developmental imperatives, this system is
enabling Prizma to meet critical institutional
imperatives, including:

Depth of outreach and change in client status,
which are incorporated into Prizma’s incentive 
system.
This serves to motivate staff and affirm the
primacy of social performance.

Monitoring client exit by poverty status which 
allows Prizma to better understand whether its 
services and strategies are appropriate to retain
and support clients.

Developing products and services that meet the
development needs of poor clients.

Strategic positioning through developing more
effective promotion strategies and delivery
channels to attract, serve, and retain its target
clients.

Integrating poverty scoring data into Prizma’s
activity-based costing (ABC) system which 
allows a better understanding of the cost 
structure of its products and the cost associated 
with outreach to poorer clients. This in turn 
allows Prizma to identify means to provide more 
cost-effective services.

Poverty scoring data facilitates an enhanced
understanding of credit risk in order to deepen
its outreach.

Ensuring data quality
Prizma has a three-part strategy for ensuring
data quality in its information system.

Keep the system simple yet robust: This entails
ensuring broad staff buy-in, clearly defining all
indicators, streamlining information collection,
integrating data collection into staff training,
and being deliberate about appropriate
placement of sensitive questions.

Cross-checks: Prizma reviewed its system for
potential loan officer bias or manipulation, and
built cross-checks into information collection to
ensure quality.

Table 1: Ongoing SPM costs at Prizma (this data is in KM*)
Training Operation Time (minutes) Cost

Training process 180 38,07 KM

Loan operations (aprox. 3500 loans / month

Operation Time (minutes) Cost

Loan application 1 198,86 KM

Site visit process 5 994,32 KM

Loan approval process 0,5 96,12 KM

Entering data in to MIS 1 894,89 KM

Report creation and reporting

Who Time (minutes) Cost

Loan processor 10 0,54 KM

Accountant 30 2,27 KM

IS Manager 120 17,05 KM

Management team 30 76,14 KM

SPM Team 80 45,42 KM

SPM Committee 60 (quarterly) 20,00 KM

Internal audit

Who Time (minutes) Cost

Internal auditor 400 56,75 KM

Total monthly cost

1 KM* = O.51 Euro or 0.74 USD 2.440,42 KM

KM* refers to the exchange rate, Euro or USD
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Integrating social performance information into
audit procedures: A key means of ensuring data
quality, beyond integrating it into the daily
operations of staff, has been to include it in the
remit of internal and external auditors.

Costing social performance activities

In the past, Prizma documented the 
development costs of its poverty scorecard 
system. As a followup, it has begun to 
document the monthly costs of ongoing SPM. 
These costs include training, loan operations, 
reporting and internal auditing (see Table 1). A 
key challenge for Prizma in the future will be to 
cost the integration of SPM into systems, such 
as adapting operational procedures, designing 
training, adapting tools, upgrading the MIS 
system, etc.

Systems alignment: incentives for 
social performance

Institutionalising SPM requires that an
MFI’s systems and processes are aligned to
achieve its social objectives, not just the
decision-making processes.

Perhaps one of the most important areas where
Prizma has taken steps to enhance and
institutionalise social performance has been in
re-engineering its performance management
system (appraisal, reward, and communication
to better align employee interests and reward
greater depth of outreach, improved service

quality, and the financial health of the
institution.

On one level, loan officers are rewarded
monthly for performance on a few select
indicators, including those in four of Prizma’s six
core performance areas — depth, breadth, exit,
administrative efficiency, productivity, and
write-off. This monthly incentive focuses on
short-term social and financial performance.

Table 2: Operational performance at a glance
Dec 2006 Dec 2005 Dec 2004 Dec 2003

Gross loan portfolio ($K) 15,937 11,175 9,243 6,757

Savings 0 0 0 0

OSS%1 141.65% 112.97% 159.37% 134.35%

PAR2 > 30 days (%) 1.68% 1.35% 1.18% 0.89%

Staff 88 72 62 52

Clients (K) 21 16 13 11

On a second level, each member of each branch
team receives a percentage of Prizma’s annual
surplus as a flat profit share based on their
team’s aggregate score across its six core
performance areas.

Rather than a reward for short-term results,
this incentive affirms strong team performance
towards the organisation’s social and
institutional objectives on an annual basis.
Affirming the fundamental role of headquarters
to facilitate branch and, in turn, client success,
each member of the headquarters team is
rewarded based on the performance of the
branch network overall; if those in the field
succeed, headquarters is rewarded.

Among other benefits, this new system has:
• contained personnel costs by tying them

more closely to Prizma’s financial health;
• increased the regularity, consistency, and

relevancy of performance appraisal;
• clarified what good performance is for

every position at every level;
• balanced reward for individual and team

performance;
• balanced short and medium term
 performance and;
• helped maintain focus on sustaining social 

performance.

Future

For Prizma, a number of key lessons can be 
learnt in terms of managing social performance 
effectively. First and foremost, buy-in from the 
board, management and staff is essential for 
the effectiveness, and cost-effectiveness, of 
SPM. For Prizma, this has meant including all 
levels of staff in the planning process, putting 

5
   1 – Operational Self-Sufficiency; 2 – Portfolio at risk



The Managing Social Performance series 
captures good practice and lessons learnt 

from the Imp-Act Consortium Global 
Learning Programme on social performance 

management. The two-year programme 
involved seven organisations that strive for 
balanced performance management, 

making decisions based on an understanding 
of both social and financial outcomes.

This summary is based on a longer
case study written by Muamer
Halilbasic and the SPM team

of Prizma.

Seven microfinance institutions are profiled 
in this series:

AMK (Cambodia)
CRECER (Bolivia)
FONKOZE (Haiti)

NWTF (Philippines)
PRIZMA (Bosnia)

Pro Mujer (Bolivia)
SEF (South Africa)
_____________

To learn more about social  performance 
management and the work of the 

Consortium, and access the full case study
please visit:

www.Imp-Act.org 

The programme was supported by MicroNed 
(Cordaid; Hivos; ICCO; Oxfam Novib; 

Rabobank), The Ford Foundation, and IFAD.

See two of the Microfinance Institutions 
presenting their work in the film 

Fulfilling the Promise:
Managing Social Performance. 

http://www.youtube.com/
watch?v=WKesX9KJ-9M&feature=related

The Social performance Management (SPM) 
Network connects people committed to 

managing and achieving the social mission 
of microfinance.  The SPM Network links 
members into the latest: news through 
blogs, videos, events listings, discussion 

groups, and weekly news round-ups debates 
through monthly exclusive interviews with 

key industry stakeholders and guest bloggers 
on burning issues in SPM.  

Visit: www.spmnetwork.net  

in place strong feedback loops for ongoing 
communication, and a focus on continual 
training and innovation.

They also recognise the importance of drawing 
upon external expertise in developing specific 
aspects of the system, whilst at the same time 
ensuring strong internal skills for ongoing use 
and management.

A final key lesson for Prizma was the need to 
think through the implications of SPM on all 
organisational systems from the start of the 
design process. An important challenge faced by 
Prizma in this respect related to its MIS.

Having completed the development of the 
poverty scorecard system, its MIS was so out of 
date that it could not accommodate the scoring 
system. As a result, the MIS system needed to 
be revamped which resulted in significant delays 
in implementing the scoring system.

Challenges for the future include integrating a 
credit scoring process into SPM systems. This 
will entail a number of steps, including:
• strengthening the MIS to facilitate data 

entry and reporting on credit scoring
• training staff on credit scoring system
• finalising scoring policies and procedures
• monitoring credit scoring system
• integrating credit scoring, client exit
 monitoring and poverty scoring into one   
 simple system, and;
• finalising a financial education programme 

for clients.
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