THE FUTURE OF KASHF
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Let me begin by congratulating KASHF for completing a landmark in its history i.e ten years of impressive performance. The vision, energetic leadership and dedication of the founder of KASHF – Roshaneh Zafar have turned an idea into a living and thriving entity. More than anybody else she deserves our gratitude and appreciation for an excellent job done. I also would like to commend the Board, the staff and the clients of KASHF on this occasion.


I am also delighted that Prof. Yunus, the founder and visionary of microcredit has joined us today for this celebration. I consider him as my guru and mentor who has inspired me to work in this field.


The last ten years of KASHF’s performance has demonstrated that it is possible to reach out of the poor women from low income communities, cater to their modest financing needs and do in a way that the organization achieves sustainability. The last characteristic is more note-worthy as history of microfinance industry and movement is replete with examples where apparently, successful and well financed institutions could not survive for long.


KASHF’s case then provides us some insights as to what were the critical success factors that contributed to this impressive performance. Can we learn from these lessons in our journey for the next ten years to scale up and replicate the KASHF model to a large geographical and client base?

In my view there was a clear sense of direction and vision which was translated into a sensible strategy and actionable plan. A group of highly committed and competent professionals motivated and led by an able and dedicated leader then executed the plan. Besides commitment and competence the workforce was instilled with values of integrity, service and teamwork. The outcomes were monitored continuously and the feedback was used to learn and improve the design. The coming together of all these factors is what distinguishes successful organizations and innovations from those which fail to take off.


I also believe that KASHF’s methodology i.e using social collateral rather than physical collateral and providing financial services at the doorsteps of the clients is now tested and well established.


The first question I wish to address is: Where does KASHF go now and what should it look like in the next ten years?  Despite its record, KASHF and microfinance movement is Pakistan are still marginal to the gigantic task of poverty alleviation in the country. I do not mean to imply that microfinance is the panacea for poverty alleviation but it certainly is one of the several powerful ingredients that do make a difference. Our most recent estimates indicate that we have almost 6.5 to 7 million households living below the poverty line in Pakistan and this number does not include the transient poor. KASHF has touched about 100,000 of these households or 1.5% of the total target population and that too in the urban areas in and around Lahore where the incidence of poverty is relatively not that high compared to other districts particularly in 
Southern Punjab. All the microfinance institutions – formal and informal – have together reached 10 to 20% of the poor households in Pakistan so far. Thus we can see that we are a long way to go even if we aim to reach 15 million number that is presently enjoyed by Bangladesh.

KASHF’s outreach is projected to double to 200,000 clients by 2008 and if the same momentum is maintained or slightly accelerated then we should expect at least a client base of 1 million by 2016. Assuming that the absolute numbers of the poor remain unchanged while the proportion is halved KASAHF would be able to hit 15 – 16 percent of market share.

This pace can be accelerated if we examine the various options for business model that will underpin the operations of KASHF in the future. The first option for replication and expansion is to simply extend the current branch expansion mode operated and managed by KASHF’s own staff directly. The second option would be a franchise model, under this product design and delivery mechanism, training, quality control, standards specifications and enforcement and monitoring are carried out by KASHF while the franchisee is responsible and accountable for the operation and management of the branch or center. The third option could be a partnership model where community and social mobilization is entrusted to a partner organization carefully selected on the basis of pre-determined criteria and thorough assessment of the capabilities of the partner while financing cycle from appraisal to recovery is handled by KASHF. The fourth model could be a more eclectic one in which a combination of all the above different models can be offered in form of a menu approach and the selection of the appropriate mode would depend upon the specific circumstances prevailing in the community or the area.

The choices made in relation to the business model would have consequential implications for the organizational structure, staff recruitment and development, the systems and procedures, internal controls, external audit etc. More important than the technical skills of the workforce are the values of the integrity, commitment and compassion. Will we be able to identify and attract a critical mass of the internal staff well as the external staff who will meet these basic requirements? Irrespective of the business model chosen the quality of KASHF’s leadership, managerial and human resources would be the most critical determinant of the speed of scaling up, expansion and sustainability of KASHF in the next decade.

The second question to be addressed is: whether the activities of KASHF should be limited to the urban communities in the next 10 years or also extended to the rural areas. The comparative advantage that KASHF has built up so far is working with the poor women in urban communities. It is my contention that a natural corollary of this acquired experience is to stay with the urban women but in the poorest districts of the country located in Balochistan, some parts of NWFP, Southern Punjab and Lower Sindh. This universe itself would be quite large as the current penetration rates of microfinance in this target population are quite low. The scope for expansion would thus be commensurate with the postulated speed. The challenge, of course, would be to find adequate and full range of human resources willing and able to work in some of the backward, remote and isolated areas where basic living conditions are quire dismal. The attrition and turn over of staff would be quite high and therefore the pipeline for recruiting, grooming and nurturing the new entrants would have to be large and kept open at all times. 

The third question I would like to raise is: how much of the funding for credit disbursement by KASHF has to be raised from donors or donor supported projects, how much from domestic financial system, how much from the savings of the members. I would very much hope that in future the savings of the members become the main source of funding. This has many advantages including stability, certainty and predictability in the availability of funding on time. The fads and fashions of the donors keep changing and savings in their financial support have adverse impact on the organization’s ability to deliver. The links to domestic financial system are very important but the cost of funds has to be managed in a way that it does not become a constraint.
In any event, KASHF should take measures to build up its capacity for providing common services such as action research, surveys  and market studies, continuous training, monitoring and evaluation, new product development and delivery etc. This will given an edge to KASHF to stay ahead of the competitiors, help in capturing the market share and becoming the preferred choice of the potential clients.

I do not wish to underestimate, in any way, the enormous problems and challenges that will be faced in this process of scaling up and extending the outreach to a million clients. Some of the problems can be anticipated and tackled through planning but the other category i.e., unanticipated problems are more difficult to handle. But in my reckoning the real test of any successful and forward looking organization and strength is how effectively it is able to tackle these unanticipated situations. In an uncertain world the risks arising out of unknowns and imponderables would consistently test the capacity of the organization. Protecting the poor and vulnerable against uncertainty and mitigating the risks they face would be big challenge for a scaled up KASHF trying to maintain the financial sustainability.
In the end, I wish all of you – the Board Members, the staff and the clients of KASHF – the best of luch and success in your future endeavors.
