
  April 2008 
 

CONTACTS 
 

MicroFinanza Rating srl 
Corso Sempione, 65 
20149 Milan ï Italy 
Tel: +39-02-3656.5019 
info@microfinanzarating.com  
www.microfinanzarating.com  

 

ACME 
11 rue Bois Patate 

Port-au-Prince, Haiti 
Tel: +509 2454584 
Fax: +509 2454584 

bdebrouwer@yahoo.com 
siniorr@hotmail.com 

 

 

Association pour la Coopération avec la Micro-Enterprise  
(ACME) ï Haiti  

 
 

Final rating A ï  

Fifth rating 
Validity: 1 year if no relevant changes in operations or within the operation context will happen. 
The final rating grade does not consider the political and economic context. 

Previous rating (December 2006):    A ï  
 

ACME is an association specialized in urban 
microfinance, operating in the metropolitan area 
of Port-au-Prince. Created in 1997 on the 
initiative of a Belgian professional and through 
international (USAID-PRET) and private support, 
it has rapidly grown sustainable and profitable 
and it is now one of the main operators in the 
country. An extremely difficult environment has 
been responsible for volatile performances of the 
institution (e.g. profitability and portfolio quality) in 
the last 3 years. In the second semester of 2007 
and in the first months of 2008 the environment is 
still unstable and it still difficult to forecast for the 
coming years. ACME provides individual loans 
(average disbursed loan amount US$ 627) to the 
medium segment of the informal sector with an 
average term of about 6/7 months. 
 

Legal Form Association 

Year of inception 1997 

Area of intervention Urban 

Credit methodology  Individual 
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According to our analysis, the main risk factors of ACME are the followings
1
:  

 
 

Strengths 
 

Opportunities 

¶ Qualified staff, with a good understanding of 
such a complex environment 

¶ CEO and president with strategic view and 
capacity to implement 

¶ Proximity to clients and good work in the field 

¶ Profitability and sustainability 

¶ Access to commercial financial sources 

¶ Access to international financial sources 
(Deutsche Bank, Spanish Cooperation) 

¶ Transformation into a regulated institution with 
new shareholders 

¶ Bond issues to fund the growth 

¶ Strategic international partners (USAID, PNUD, 
BID, Soros Economic Development, Deutsche 
Bank, European Commission, AFD, Spanish 
Cooperation, ELF, etc.) 

¶ Better information through a Credit Bureau 

¶ Introduction of new financial products 

                                                 
1
 As for details of risk factors, the main measures to implement or to be implemented by the management and our 

observation see please chapter 8. 
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Changes and relevant comments with regards to the previous rating 
 

AREA Changes and comments Trend 
   

External 
environment 

Between August 2007 and March 2008, the price of basic food commodities 
increased by up to 65%, which led in April 2008 to widespread civil unrest 
throughout the country. On April 12, the Haitian Parliament approved a vote of 
no confidence, calling for the formation of a new government and a new Prime 
Minister was appointed. The President announced new food subsidies, and 
international agencies pledged more food and financial assistance. Although 
relative calm has recently returned, the government has been weakened, and 
there iis a risk of renewed outbreaks of violence. Despite the modest progress 
made in recent years, Haiti is still far from the objective of turning into a viable 
country. Since 2005 economic indicators show some slight improvements.  

No changes at a legislative and regulatory level. ACME has also maintained 
the status of association and it still lacks a legal personality. However, the 
transformation in a legal entity is the main objective for ACME in the short 
term and negotiations with some recognized investors are in progress.  

Growing competition, especially banking operators (SOGESOL and MCN) in 
the upper segments of the population target. There is still a lack of a credit 
bureau. A list of bad clients is managed by ANIMH. The national network of 
MFIs has received some financial resources from international partners to 
implement technical assistance and training programs for the MFIs partners: 

Stable  

   

Governance, 
management  
and operations 

Since the last rating report the number of members of the BoD is still 5. Even 
if the Board has been more active through some committees the governance 
is still to be strengthened. The transformation of ACME into a joint-stock 
company with a real ownership will probably yield as direct consequence a 
strengthening of the Board. The institution is still looking for a skillful Financial 
and Operational Director. The solution could be found internally or externally 
in case nobody fulfils the right requirements and qualifications. With respect to 
last year the organizational chart has slightly changed: the Chief Accountant 
is now at the same level of the head of HR and head of Administration, a 
Credit Director Assistant has been created since April 2008, the Head of 
Administration manage the write-off loans, the department Research and 
Development changed the name in Client and Market Follow-up Unit and now 
it is under the CEO. This department is still developing its functions. Another 
change in respect to last year is the implementation of a software which has 
made administrative personnel procedures more efficient. On the other side 
the research for the new MIS has been slow. It is planned to buy the license 
of the software MICROFIT in May 2008 and to start a pilot test in a branch in 
July 2008.  

In 2007 ACME has expanded both in Port au Prince with 3 new branches and 
in the south of Haiti with 2 new branches (Petite Goive in April 2007 and 
Fonds de Negres in December 2007). A main objective of ACME is to train 
and create Branch Managers to increase the decentralization especially at the 
budget and human resources levels. 

Stable ï 
positive 

   

Financial 
products and 
assets quality  

As of December 2007, ACME manages 6 credit products (5 as of December 
2006). Respect to last year a new product, Kredi Gwosiss, was launched in 
the 3 branches in the south of Haiti. In general, there is still a limited 
diversification of the products and the planned introduction of new products 
has been delayed (leasing, micro-insurance and mortgage loans) and/or it is 
still in progress (the multi-activities product is still in stand-by and the 
Maraichere product has to be re-launched). 

The increase of the financial investments at around 23% is due to new long 
term deposits, used as guarantees of active credit lines to leverage the loan 
portfolio. In 2007 the growth of outstanding portfolio was good just in the last 
two months of the year, while during the year was stagnant. The average 

Stable 
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amount of disbursed loan has decreased, especially due to a high rate of new 
clients and to an increased drop-out ratio. ACME has already adopted some 
actions to cope with these issues. Among others, now a client can be refused 
just with the Branch or Regional Director approval, the maximum first loan 
amount was increased and a new department (ñUnit® de Suivi de la Client¯le 
et du March®ò) has started to analyze client desertion and satisfaction. 

The quality of loan portfolio has slightly worsened with respect to last year, but 
it is still among the best MFIs in the country. As last year the branch of 
Fontamara and Petionville show a bad portfolio quality. The Credit Director 
has assured that the quality of portfolio of Fontamara and Petionville is 
improving in 2008. Branches in downtown and Dalmat show also an 
improvable performance. It is important to point out the low portfolio quality of 
Mahothiere and Claircine, 2 new branches opened in the second semester of 
2007, which had their portfolio in other 2 older branches. 

   

Financial 
structure and 
ALM 

Another long term loan of US$ 1.000.000 was received at the end of 2007 by 
Soros Fondation. ACME has improved its leverage through new credit lines 

issued by national banks. ACME presents a good combination of international 

and domestic funding tools, which assure stability and sustainability to the 
institution. The equity structure has not changed. ACME is still not particularly 
exposed to financial risks (maturity gaps, interest rate and foreign currency) 
and the CEO has got a very good control. 

Stable 

   

Financial and 
operating 
results 

In 2007 profitability and sustainability ratios show a negative trend, due 
especially to a decrease in the portfolio yield. The main reason is that the 
annual interest rate of big loans changed from 3% flat to 4% declining balance 
interest rate at the beginning of the year, which means a decrease in terms of 
effective interest rate and in the portfolio yield. This action taken by ACMEôs 
management is due both to the decrease of the national interest rate of banks 
and to gain a better position in a segment of the market where competition is 
strong (MCN and Sogesol). Other reasons of the lean profits in 2007 are: the 
stagnation of the portfolio growth (especially in the first 10 months of 2007), 
the decrease of the average disbursed loan size (especially due to a higher 
desertion rate after the first cycle) and the investment of the institution in 
opening new branches and recruiting new personnel. Moreover, it is worth 
noting that especially in 2007 the donations received by ACME directly affect 
the operating expenses while the ñincome from donationò enters as no 
operating income into the income statement. The funding expense ratio keeps 
a similar level compared to last year: the lower cost of funds ratio has 
counterbalanced the higher leverage reached by the institution. The provision 
expense ratio slightly increased. The operating expense ratio is still high. 

It is important to point out that ACMEôs management is aware of the 
causes of the low profitability and has already taken some important 
actions to improve the financial results. 

Stable ï 
negative 

   

Strategic 
objectives and 
future 
evolutions 

ACME 2008-2010 business plan has been drafted as of September 2008 and 
5 years financial projections (2008-2012) include the paid-up share capital 
(around US$ 7 million) and the income-taxes in 2009. The transformation into 
a legal entity (a joint-stock company) is the main objective for ACME in the 
short term. The institution is finalizing the negotiation with 4 recognized 
microfinance investors interested in the equity investment in ACME. The other 
main objectives for ACME are: complete the changes in the organizational 
structure, improve the senior management and the middle management, 
implement a new and more efficient MIS, develop new credit products and 
expand outside Port au Prince. ACME presents available funds, which would 
allow the institution to double the actual portfolio and cover the financial needs 
until June 2009. 

Stable ï 
positive  
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     ACMEôs branches 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 

Note 1: the annual balance of ACME closes on June 30 of each year. All the data in the report 
for June are on an annual basis. 
Note 2: in this report monthly averages (portfolio and assets) or quarterly averages are used 
which are much more meaningful than annual averages. 

 
 
 

FINAL OPINION 

As for the economic and political environment, it is still very difficult to forecast for the coming years and the 
situation could deteriorate again. In general, ACME has again showed a good capacity to operate and grow, 
foreseeing trends and reacting promptly. However, in 2007 ACME has shown a low profitability due 
especially to: a decrease in the portfolio yield, a decrease in the average disbursed loan amount, a stagnant 
portfolio growth in the first 10 months of the year and investments in new branches and staff. It is important 
to point out that ACMEôs management is aware of the causes of the low profitability and has already taken 
some important actions to improve the financial results. As of last year, ACME is among the best MFIs in 
the country; however, the portfolio quality has slightly worsened and credit risk remains the main risk for the 
institution. It is important to mention that ACME is still not particularly exposed to financial risks, which very 
are well monitored by the CEO. The Board has been more active through some Committees; however, the 
planned transformation into a joint-stock company with a real ownership in the short term will probably 
involve a further strengthening of the Board. The institution is still looking for new Financial & Operational 
Director, now a priority, to replace the previous one and to implement a formal plan of succession for the 
CEO. The implementation of the new MIS is planned in the short term. 
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2
 The MBB adjusts financial data in order to make them uniform among MFIs. Adjustments are made for: a) inflation, b) 

subsidies, c) loan loss provisions (MBB, Annex I: Notes on Adjustments and Statistical Issues). 

Benchmarking 

 
All figures are referred to the MicroBanking Bulletin (MBB) database updated as of December 2006.  
ACME financial ratios indicated here do not fully correspond to the ratios presented in the report as they are 
calculated according to the MicroBanking Bullettin (MBB) methodology

2
. 

 

 
 
 
 

Some important issues of the benchmarking 
 
 
 
 

- PAR30 is still in the higher level of the benchmarks. 
- Adjusted profitability, measured by AROE, declined and in 2007 it is the lowest with respect to the 

benchmark for all the peer groups. 
- Leverage has increased and it is in line with most of the peer groups. 
- Operating expense ratio is still far higher than other benchmarks especially due to the difficult external 

environment in Haiti. The same consideration can be made for productivity ratios which are lower 
compared to all the benchmarks because of the safety problems in Haiti and the Haitian infrastructure. As 
a consequence the portfolio yield is the higher in the benchmarks. 
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1. External Environment and ACME positioning 
 
Institutional background 
ACME was established in April 1997 upon the initiative of a Belgian professional, and supported by 
private individuals and USAID in the framework of the PRET/DAI project. Since then, ACME has 
been providing individual microcredit in Port-au-Prince metropolitan area, where more than 
2.000.000 people live and 80% of the Haitian urban economic activity is concentrated. ACME 
mainly lends to micro-enterprises in the trade sector. 
ACME has maintained the status of association. So far, even if it still lacks a legal personality the 
institution has maintained operations and has been strengthening its position and credibility in front 
of national (e.g. banks) and international actors. However, the transformation into a legal entity 
(in a joint-stock company) is the main objective for ACME in the short term. The institution 
has progressed and is finalizing the negotiation with 4 recognized European microfinance 
investors interested in the equity investment in ACME. 
It is important to mention that in the last years ACME has been supported by an IADB institutional 
development project co-financing some Technical Assistance (TA) to strengthen its institutional 
structure. The project ended at the end of 2007. 
 
Political and macroeconomic context3  
Mr. René Préval triumphed in the presidential election supervised by the UN held in February 
2006. Since then Haiti has registered an improved political situation and violence and 
criminality have slowed down. Nevertheless, between August 2007 and March 2008, the price 
of basic food commodities increased by up to 65%. In November 2007, heavy rains and floods 
damaged infrastructure and crops in critical production areas, making the recovery of high-cost 
products difficult. In April 2008 the food price increase led to widespread civil unrest throughout 
the country. On April 12, the Haitian Parliament approved a vote of no confidence, calling for the 
formation of a new government and a new Prime Minister was appointed. The President 
announced new food subsidies, and international agencies pledged more food and financial 
assistance. Although relative calm has recently returned, the government has been 
weakened, and there is a risk of renewed outbreaks of violence. Despite the modest progress 
made in recent years, Haiti is still far from the objective of turning into a viable country. 
Since 2005 with the interim government, economic indicators have shown some slight 
improvements. Some measures were implemented to slow down inflationary pressures and the 
annual inflation rate showed a decreasing trend (from 13,7% as of December 2005 to 10% as 
of December 2007). In general in 2006 and 2007, the exchange rate improved and the Gourde 
has appreciated compared with US$. The GDP growth has slightly improved in 2006 and 2007 
(while was negative in 2004 and very weak in 2005). 

 
Haitiôs GDP per capita is still the far lowest in Latin America (US$ 669 as of December 2007). 
This ratio has deteriorated for decades, along with a rise in political instability and corruption, and 
external shocks. Poverty and unemployment have driven many people to emigrate, and 
remittances represent the main item financing the Haitian trade deficit. Migration to urban areas 
has grown in the last years, particularly in Port-au-Prince with its slums and unemployment (more 

                                                 
3
 Haiti is not recognized by the main international raters among the issuers of sovereign debt securities, due to its 

vulnerability as an issuer. 
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than 60% of the population). In urban areas, the main activity is informal and often street-
commerce. Haiti is very vulnerable to external shocks (as for example the increasing price of the 
petrol or natural calamities such as water floods). 
 
Microfinance sector 
The banking and formal financial sectors are still underdeveloped and with a liquidity surplus. 
Just a small part of the population is bankable and bank services are concentrated in Port au 
Prince and the other main urban agglomerates. MFIs and Savings and Credit Cooperatives 
share the huge part of active unbankable population operating in the informal market. The 
Cooperatives don not have a significant impact on credit but have a good role in savings 
mobilisation. In 2002, many cooperatives went bankrupted and compromised the image of the 
sector4. Cooperatives mainly operate in rural areas and most of them are supported by USAID-
DAI, through the Canadian organization DesJardins, aimed at strengthening their institutional 
capacities.  
The microfinance sector has expanded greatly in the last 10 years through different methodologies, 
services and targets. While some significant experiences exist in rural areas (e.g., Finca and 
Fonkoze), most of the MFIs concentrate in the main urban centres of the country5 where 
competition has begun to arise. As of December 2007 the main microfinance actors in urban 
centers are SOGESOL, MCN and ACME (they represent together about 40% of the clients and 
70% of the total portfolio of the microfinance market in urban areas). The informal activities are 
concentrated in Port-au-Prince metropolitan area where more than 2.000.000 people live (80% of 
the Haitian urban economic activities). In 2005 it was estimated that there are about 250.000 
informal activities in Port au Prince and more than 80% of them are in the trade sector. In 
the last years this number is surely increased due to the growing unemployment especially at the 
public level. Less then 50% of the informal activities are stable (around 10%-20% can obtain a loan 
bigger than US$ 1.000, while 30%-40% a loan up to US$ 1.000)6. In spite of this large potential 
market, even if a monthly list of bad clients7 is managed by ANIMH (Association Nationale des 
Institutions de Microfinance en Haïti), the lack of a formal Credit Bureau among competitors 
leads to the risk of over-indebtness of some clients. 
The MFIs are characterized by different legal status, ranging from joint stock company, usually 
owned by local banks, to NGOs and Non Profit Associations (NPA). Banking practitioners, with a 
liquidity surplus, are a growing category, normally serving a higher target population. Most of the 
MFIs are small, inefficient and with a limited possibility to develop and grow. MFIs have to adapt 
their methodology to a volatile environment. More than elsewhere, an in-depth knowledge of the 
local environment and a great flexibility are key for the survival and growth of an institution. 
USAID has been supporting Haitian microfinance sector since 1995. Two main projects have 
been realised: DAI/PRET (1995-2000) and successively DAI/FINNET (2000-2005). DAI/FINNET 
has supported the sector through technical assistance, training and financing to Haitian MFIs. 
Moreover, it supported the institutional and strategic strengthening of ANIMH since it was created 
in 2002. A project called DAI/HAITI MSME (2006-2009) is currently being implemented and 
mainly focuses in the rural context and in several fields of operation. It is supporting 6 main 
partners (ACME, SOGESOL, FONKOZE, ID, FINCA, MCC), many cooperatives and finances a 
part of the training program organized by ANIMH. As of December 2007 ANIMH is composed of 
17 MFIs and the network has finally received some financial resources from international partners 
in order to implement the technical assistance and training programs planned for the MFIs 
partners: 

¶ European Union (PRIMA project), agreement signed for about US$ 180.000. 
¶ lôAgence Fran­aise de D®veloppement (AFD), agreement signed for Euro 1,2 million. 

Another partnership is expected (CONCERN WORLWIDE), for the development of new products, 
strengthening of training activities and the review of the legal framework. 
 

                                                 
4
 A law for the cooperatives was voted in 2002. 

5
 Port-au-Prince, but also Cape-Haitien and Gonaives. 

6
 Source: Business Plan of ACME 2005-2008, July 2005. 

7
 Nevertheless, many MFIs do not send their list, worsening the risk of client over-indebtedness. 
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Regulation and supervision 
Haitian legislation does not provide  any specific regulation for the microfinance sector and 
there is not a legal framework for Non profit Association (NPAs), such as ACME. The 
absence of a specific law for microfinance and of a legal status for NPAs represents a constraint 
for the development of the sector. According to the Haitian law, associations with a formal 
acknowledgement as an institution of public utility will get moral personality and legal capacity. 
ACME has presented its application for public utility recognition. 
In the short term period, the legal situation for the microfinance sector will probably remain 
unchanged. ANIMH and KNFP (Konsey Nasyonal Finansman Popilè), the two professionals 
associations including the main MFIs in Haiti, have kept on working on a document with the main 
guidelines about the legal situation for the microfinance sector. ANIMH and KNFP worked together 
in order to make proposals in this sense. However, no solution is expected in a predictable timing 
(ANIMH is currently negotiating with Concern Worldwide in order to work together in this field).  
ANIMH & KANFPôs objective is to propose a framework of auto-regulation for the MFIs 
members. However, ANIMH is also focusing on transformation issues and lobbying for better 
national policies and is lobbying with the Central Bank and other public authorities (AFD had 
planned to provide BRH with an expert to deal with this issue, but the work has not started yet).  
The lack of a clear legal framework implies that ACME is exposed to a potential legal risk8. 
Even if there is evidence that its contractual power vis-à-vis national banks has improved, ACME 
would probably obtain better leverage on guarantees by having a legal status. That is why the 
transformation in a legal entity (in a joint-stock company) is the main objective for ACME in 
the short term.  
The judiciary system is still not working properly and it is another constraint for the MFIs who are 
discouraged in using the justice system to collect delinquent loans. 
 
Market positioning 
In general, ACME has shown a strong capacity to operate and grow in the unstable Haitian 
context, foreseeing trends and reacting promptly. ACME continues to target the urban micro-
entrepreneurs in Port-au-Prince metropolitan area. As we mentioned last year, ACME wants to 
consolidate its position by achieving between 25.000 and 40.000 clients through 3 regional areas 
and 17 branches (strategic project called ñACME 30000ò). In 2007 ACME has already opened 3 
new branches (Claircine, Mahotière and Lalue). Moreover, at the beginning of 2007 it has launched 
another project called ñACME Grand Sudò to establish a new regional area in the south of Haiti 
(outside Port au Prince). The objective is to achieve 3.200 clients in the first year and then up to 
9.000 clients through 5 branches and a regional branch. A branch already exists (Leogane, opened 
in 2004) while in April 2007 ACME has opened a new branch in Petite-Goive, where it was created 
also the regional branch, and in December 2007 a new branch in Fonds des Negres. 
As most MFIs, ACME is serving the predominant informal sector, particularly trade. Port-au-
Princeôs potential market is still large (around 100.000 informal activities) but competition is 
increasing, especially by banking operators (SOGESOL and MCN). 
 
ACME is positioning itself among the main Haitian urban practitioners. It feels less competition 
from other Associations and NGOs (lower targeted population) and directly faces banking 
operators (such as SOGESOL and MCN), especially in the upper segments of the population 
target (loans more than US$ 1.000).  
 
As last year, ACMEôs main competitive advantages are: 
ü good credit policies and credit procedures 
ü strong presence on the field with a good branch decentralization 
ü decision-making ability of the management 
ü portfolio quality and profitability indicators 

A competitive disadvantage is that ACME can not profit, as the main banks are doing, from an 
existing national network to open branches outside Port au Prince. 
 

                                                 
8
 As this lack of legal personality is common in Haiti, so far it has not prevented ACME from operating. 
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2. Governance and operational structure 
 
Ownership and Governance 
Since the last rating report the number of members of the BoD is still 5 and it has not changed 
(please see table below). The member that left at the end of December 2006 has been replaced by 
a new one in 2007. Bernard De Brouwer, the founder of ACME and former CEO, is still the 
president of the institution and very committed to it. He is always an important reference for the 
institution and constantly in contact with the CEO. 

 
In 2007 the Board has been more active and the members share some tasks of supervision, 
at the individual and/or committee level9. As we mentioned last year this decision has been very 
important to reduce the risk of knowledge concentration of the ACME operations and the strategic 
decisions to only the chairperson of the Board. However, the quality of supervision and support 
by the BoD is improvable and the transformation of ACME into a joint-stock company with a 
real ownership will probably yield as direct consequence a strengthening of the Board by 
some new members. At this stage it will be important to consider a function of internal auditor 
who depends and reports independently to the BoD (at the moment the control is carried out 
by the President and the Members of the Board mitigate the risk). 
The BoD meets every 2-3 months and when it is necessary in case of emergency. The Board 
members are periodically informed on financial and operational performance of the institution. All 
the strategic issues are usually discussed in the BoD and the CEO participates in most of the BoD 
meetings. The BoD has still not been provided with a specific manual of procedures.  
As for the risk of succession of the CEO10, it is partially mitigated by the fact that there is the 
president of the Board as a possible solution to replace at interim the CEO. However, to reduce 
this important risk, the institution is still looking for a skillful Financial and Operational 
Director (who will replace the previous Financial Director who left at the beginning of 2007). The 
solution could be found internally by graduating one of the actual upper managers or externally in 
case nobody fulfils the right requirements and qualifications. 

                                                 
9
 Board members receive attendance fees for their presence in the Board meeting and for the specific missions of 

supervision and monitoring. These costs are included in the budget. 
10

 As we have already remarked in the last reports Sinior Raymond is the CEO of the institution since 2001, and with his 
management and strategic capacity, he remains of critical importance in ACME success. 
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Human Resources (management, staff and personnel policy) 
As of December 2007 ACME has increased its structure by opening 5 new branches. The number 
of employees is 264, including 136 loan officers.  
With respect to last year, 
the organizational chart 
has slightly changed. 
The main changes are the 
followings: 
- the Chief Accountant 

is now at the same level of the head of HR and head of Administration and it depends on the 
Financial & Operational Director (an assistant accountant has been hired) 

- a Credit Director Assistant has been created since April 2008. This important function should 
assure a better coaching to the loan officers and a better flow of information in a growing 
branch network 

- the management of write-off loans (before under the Credit Director) is now carried out by the 
head of Administration. 

Below the CEO there are still two Directors: the Credit Director11 and the Financial and Operational 
Director. As we have already mentioned,  ACME is still looking for a new Financial and 
Operational Director and at the moment its functions are covered by the CEO. The hiring a 
Financial and Operational Director is now a priority due to the planned expansion and the future 
evolution of the institution. 
 
In the framework of the IADB project for institutional development finished in 2007, the 

internal control department has been strengthened by technical assistance from a local 
consultancy firm. Moreover, in the same framework of the IADB project, in 2007 two African 
consultants have supported the implementation of the Research and Development (R&D) 
department created in 2006, under the Financial and Operational Department. Since September 
2007 a person is in charge of this department. The department changed the name to Client and 
Market Follow-up Unit (ñUnit® Suivi Clientele et Marchéò) and now is under the CEO. This 
department is still developing its functions and it should help the management to better understand 
the client satisfaction and to develop new products and services. The departments joint and 
coordinated collaboration with the Credit Director will be very important. 
In general, the personnel of ACME are qualified and experienced, which is particularly 
noticeable in a country where finding well-prepared professionals is difficult.  

                                                 
11

 The former regional director of Carrefour is the actual Credit Director since February 2006 while the Financial 
Director left in March 2007. 
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A HR head has started in April 2007, replacing the former director. The new HR head has 
revised the existing personnel policies and procedures. A HR manual is updated to March 2007. 
The HR head has improved the process of selection and recruitment. An annual training plan 
exists and the new one will be drafted by June 2008. As last year, there is not a formal 
substitution plan yet in case of the absence of one employee and there is not a formal 
succession plan (a specific career path is still not designed); however, the management attends 
to the professional evolution of the staff and an informal succession plan is always implemented 
based on a periodic annual evaluation at the regional level and coordinated by the HR head. 
The personnel turn-over is always low (less than 10%). Salaries are higher than most banking 
and microfinance institutions, with prompt adjustment to inflation. The incentive system for loan 
officers is periodically revised by the CEO and the Credit Director to be effective. At the moment 
of our visit the incentive scheme was under revision as the management wish to relate it to 
the growth in the average disbursed loan amount. A back-office incentive system exists too. 
The CEO has a specific bonus system related to the performance of the whole institution. 
Moreover, there are also other kinds of incentives for the staff, as for example insider loans 
(consumption, education, investment). 
With respect to last year, it is important to mention the implementation of a new software since 
August 2007, which has made administrative personnel procedures more efficient. This software 
is still not integrated to the MIS. 
 
Organisation and structure 
As of December 2007, the institution is operating through 15 branches (10 as of December 
2006) and the headquarters (in Bois Patate without an active portfolio). In 2007 ACME has 
expanded both in Port au Prince with 3 new branches and in the south of Haiti with 2 new 
branches (Petite Goive in April 2007 and Fonds de Negres in December 2007). As we mentioned 
in the last reports, ACME always wants to be closer and closer to the field and to the clients, and 
as it is extremely important to understand and foresee the trends of the volatile environment, and 
on the other hand, to follow up with clients12. 
The organisational structure implemented since November 2006 is decentralized at a regional 
level. The regional branches are 4: Rue de Fronts Fort (downtown), Delmas (north), Carrefour 
(south) and Leogane (ñGrand Sudñ). Each one has a regional director and manages a collecting 
department. The regional areas are in charge of the supervision and coordination of the branches 
in its area. In the short term it is planned to create a fifth regional branch in Plateau. 
Since April 2006 a new structure at branch level has also been implemented: loan officers (max 3) 
are monitored and supported by a supervisor (who still keeps a credit portfolio).The supervision 
senior will be the Assistant to the Branch Director and will gradually transfer its credit portfolio. 
Accounting is still centralized, while branch accountants only enter data on disbursement and 
repayment of loans and checks branch accounts. This approach represents quite an explicit 
strategy, in order to optimize branch efforts on lending activities. Concerning lending approval, 
the level of decentralization is adequate (see chapter 3). As for the budget, the Credit Director is in 
charge and coordinates the branch and regional budgets. A main objective of ACME in the short 
ï medium term is to train and create Branch Managers in order to increase the 
decentralization, especially at the budget and human resources levels. 
The implementation of a satellite connection among the branches in 200613 has improved 
communication (facilitating the flow of information) and efficiency (especially considering specific 
and unexpected difficulties in transportation). However, to cope with a growing branch network 
and organisational structure, the flow of information and internal communication is a key 
factor and it has to be improved and more formalized. The management is aware of this 
challenge and some measures have already been taken (e.g., the creation of the assistant to the 
Credit Director and one member of the senior management participates in the regional meetings) 
 

                                                 
12

 This is particularly relevant on the Haitian market, where clients are often exposed to negative shocks and 
transportation in the city is very complicated. The recovery of bad loans is mainly based on a continuous contact with the 
client, given the uncertainty of juridical system. 
13

 Project financed by the IADB through refunding of incurred expenses. 



ACME ï Haiti ï April 2008 Chapter 2      
 

MicroFinanza Rating 15 

Risk management and internal control 
Risk management is carried out by the CEO and the President of the Board. 
Even if it is not a priority, facing its growth ACME should create some risk procedures to identify, 
measure, control and monitor the main risks of the institution (especially financial risks). This 
function should develop a risk alert and limit system which would help the BoD and the CEO in the 
decision-making process and supervision (change of mentality from reaction to prevention). In a 
volatile environment such as Haiti, simulations and stress-testing are very important to understand 
different scenarios (especially the worst scenarios). The flow of information produced could help 
the institution with external actors (rater, supervisor, investors, etc.). 
In general, the internal control structure of ACME is quite good.  
The formalization of procedures and manuals is adequate even if it is improvable and the main 
departments have their manuals of policies and procedures. 
An Internal Control department (a director and 4 persons who cover the 4 regions) reports 
directly to the CEO and the director was hired at the end of 2006 and in 2007. In the framework of 
the IADB project, the department has been strengthened by technical assistance from a local 
consultant firm. The procedures have been reviewed and the personnel were trained to implement 
the proposed changes. Members of the Board have also been involved in the strengthening of the 
Internal Control Department. There is now a better respect of procedures and a stricter follow-up, 
overcoming the weakness of last year. Controls in the main processes of the institution 
(credit, financial and accounting) are adequate. A control on the information technology does 
not yet exist, but data integrity in the MIS are periodically checked. 
 
Information technology and MIS 
Since December 2005 an IT director is working and as last year the department count is 5 persons. 
The responsible of the MIS has been integrated in the IT department. 
ACME had planned in 2006 to substitute the actual MIS in order to better support the growing size 
of operations, but the research for the new MIS has been slow. However, this is not a major 
problem because the actual MIS is quite efficient. It is planned to buy the license of the software 
MICROFIT (Planet Finance) in May 2008 and to start a pilot test in a branch in parallel in July 2008 
for 3 months. In September 2008, the software will be tested in all the other branches in parallel. 
Therefore, there are not changes with respect to last year, and the loan tracking system and the 
accounting software are not integrated. ACME keeps on employing ACCPAC as accounting 
software, supported at a branch level by Quiquen, and Loan Performer (LPF 6.11) adopted in 
2002 as a loan tracking system. Loan Performer can generate a lot of information; 
nevertheless, it is not very flexible in producing reports and requires adaptation and manipulation 
even for standard reports. This is a time consuming factor, which may bring particularly ineffective 
results when the institution grows in size and complexity. Even if the IT department has 
implemented some protections, a weakness of the MIS is still the weak protection of the access 
to the list of passwords.  
All branches are on line with the headquarters. Branch databases are consolidated in LPF 
every day (the production of the standard reports is monthly), while they are still manually 
consolidated every month in ACCPAC. Similar to last year, even if the branch connection allowed 
for some improvement there is always a time-consuming (duplication of procedures) and 
insecure (potential manual errors) practice. Data-entry is only managed by the branch accountant 
and loan officers can not even check information on their portfolio. 
Daily back-ups at the branch level are adequate. At the headquarters level there are 2 servers 
(one is used for back-ups procedures of the loan tracking system) but the new procedures for 
back-up (territorial diversification), which are adequate, are still not completely implemented as of 
April 2007. However, ACME counts on a back-up in an Internet space. 
An emergency-recovery plan is planned to be drafted when the new MIS will be implemented.  
ACME counts on power generators to cope with electricity problems in the branches. 
As for the internal communication, ACME management and the middle management are using 
skype, while the intranet site has not often been utilized. 
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3. Financial products 
 
Credit products and policies 
ACME continues to provide individual credit to urban informal14 micro-businesses with a fixed 
ñworking residenceò. Most loans finance working capital for traders (neither hawkers nor start-ups). 
A stable working residence, along with personal guarantors (more for their role in term of 
pressure) are required to secure lending operations in this very unstable environment.  
Policies and procedures and loan conditions are gathered in a Credit Manual, updated at the 
beginning of 2007.  
As of December 2007, ACME manages 6 credit products (5 as of December 2006): 

 
With respect to last year, a new product, Kredi Gwosiss, was launched in Leogane and in the 2 
new branches (Petite Goive and Fonds de Negres) in the south of Haiti. This product is similar to 
the big loan product and it was created for the clients with an important stock for the market. 
However, the launch of this product has not worked very well due to the difficulties in finding real 
guarantees. Therefore, ACME has decided to give more importance to the stability of the client if a 
real guarantee does not exist. 
The loan for bouquiniste (second-hand books vendors) is a seasonal credit, given the particular 
cash-flows of these vendors, mainly selling schoolbooks at the beginning of the school year. It is 
an interesting and stable market niche even if marginal in terms of amounts. 
Since January 2006 ACME has introduced a new product under a special project with 
Gheisko (health institution), addressed to some social groups (people with HIV/AIDS) where the 
first objective is to support them at a socio-economic level (a commercial activity is not necessary). 
These loans are secured 100% by a recognized institution (Fundation Mérieux). 
The Maraichere, a new product for agriculture activities (production of vegetables) was tested and 
launched in October 2006 in 2 branches (Petionville and Croix des Bouquetes), but it is still in a 
stage of testing and there are plans to re-launch it. 

                                                 
14

 Around 80% of economic activities in Haiti are informal. 
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A loan product for bigger amounts ñBig loanò (more than Gourdes 250.000, around US$ 
6.800) without ceilings, is focusing on good clientsô trustworthiness. It is important to mention 
that the annual interest rate of big loans changed from 3% flat to 4% declining balance interest rate 
at the beginning of the year, which means a decrease in terms of effective interest rate. This action 
taken by ACMEôs management will permit the gain of a better position in a segment of the market 
where competition is strong (MCN and Sogesol).  
In general, there is still a limited diversification of the products and the planned 
introduction of new products has been delayed and it is still in progress. The introduction of 
a new product for all the activities of the client as a whole (multi-activities product) is still in 
stand-by after last year when it was suspended as a pilot project. Since the evaluation analysis is 
more complicated, before re-launching this product ACME management wants to create a specific 
bonus system. ACME is still planning to introduce some new products in the near future: micro-
leasing, micro-insurance and mortgage loans. The new department, ñUnité de Suivi de la 
Clientèle et du Marchéò should help the Credit Director and the CEO in developing new 
products and services. 
As for the traditional product, the loans 
delivery is based on a progressive lending 
approach (each cycle the loan amount can 
increase according to a variable percentage 
depending on the previous loan) according to 
the following table (loans in arrear more than 
45 days must not be increased) which has 
been updated respect to last year by 
increasing the percentages.  
 
Credit process 
There are not relevant changes with respect with last year. At the branch level, the secretary 
usually carries out the first contact with the client, while the institution does not put in place strong 
promotion. Usually the loan officer comes in charge of the client, based on an established zone 
division. As in the last reports, ACME has an acceptable process for loan issuing in terms of 
rapidity in the case of repeated clients, ranging from about 2-4 days, and it has improved the 
process for new ones (up to 1 week compared to the 2 weeks of last year). On the other hand, just 
one day is dedicated to loan approvals every week15, one day to loan disbursement and one day to 
collect the documentation.  
The loan approval process is decentralized, like last year16: 

 
No branch directly disburses the credit, but all of them work through a banking account and just 
deliver cheques to the client. This choice reduces both security costs and risks for ACME. On the 

                                                 
15

 Specific case and Big Loans can be approved every day. 
16

 Periodically the Direction revises the loan approvals categories. 
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other hand, working with different banks around the metropolitan area (it is still planned to work 
with a different bank for each region following the implementation of the new MIS), limits risks to be 
stuck when problems (e.g. riots) arise in some parts of the town, allowing clients to go to other 
banks to make operations. 
The evaluation of the clientôs repayment capacity is quite conservative and is based on the 
analysis of clientôs stocks and businessô cash flow. A similar analysis is repeated for each loan 
cycle. The analysis also takes into consideration the clientôs character (quite detailed interview) 
and reputation (interview to neighbours, relatives, etc.). As for the first loans more than Gourdes 
50.000 (in some zones more than Gourdes 25.000) the loan officer has to visit the house of the 
client to get information and verification on household expenses of the potential client. On the 
whole, the assessment of payment capacity is satisfactory. As for the Big Loans, ACME carries 
out a more in depth analysis of the client business which is bigger and consequently more 
complicated.  
Follow-up includes telephone calls and visits to all active clients, particularly problematic clients. 
Transportation may still represent a difficulty for some areas and in periods of political tension, 
possibly affecting the capacity to follow up with clients.  
With the practical non-existence of an effective judicial system, making bad clients repay is 
almost only a question of psychological and social pressure. Therefore, ACME counts on a strong 
collecting department which is managed at a regional level. So far, the collecting department has 
performed well. The collecting department carries out the follow-up of the late loans more than 60 
days and up to 90 days. After that the late loan is passed in litigation to the lawyers. The collecting 
agents have a 3 months renewable contract based on a fixed salary plus a good incentive system. 
It is important to mention again that the management of write-off loans is now carried out by the 
head of Administration. 
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4. Assets structure and quality 
 
Assets structure 
As of December 2007, the net 
portfolio represents 70% of the total 
assets, showing a decrease compared 
with December 2006 (76%) and 
December 2005 (79%). The reason for 
the change in the asset structure is the 
increase of the financial investments 
at around 23% (18% as of December 
2006 and 12% as of December 2005) 
which is due to the new long term 
deposits, used as guarantees of 
active credit lines to leverage the loan 
portfolio. Therefore, we can say that 
the institution is still keeping a good 
concentration in the core business of 
the institution. As last year non-earning liquidity (cash and banks) is maintained between 1% 
and 3% of the total assets given the flexible use of credit lines. Net fixed assets represent 4% 
of total assets in December 2006 and other assets 2% of total assets.  

 
Portfolio structure 
In 2007 the outstanding portfolio has grown at an acceptable rate (the annual rate in Gourdes 
is 30,8% as of December 2007) and the number of active borrowers has increased from 16.606 to 
20.169. However, it is important to mention that the growth of portfolio was good just in the last 
two months of the year (November and December), while during the year was stagnant, 
which has involved a negative impact in the financial results of the year (please see chapter 6). 

 
Moreover, the average amount of disbursed loans has decreased to US$ 627 as of December 
2007, compared to US$ 789 as of December 2006. This is especially due to an high rate of new 
clients and to an increased drop-out ratio17 (45,5% as of December 2007 and 52,5% as of June 

                                                 
17

 Measured as (number of active clients at the beginning of the period + number of new (first time) clients entering 
during the period ï clients written-off during the period ï number of active clients at the end of the period) / (number of 
active clients at the beginning of the period) 

Assets structure - December 2007
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2007), which is much higher respect to last years (27,1% as of December 2006 and 21,9% as of 
June 2006)18. ACMEôs management found that there was especially a low renewal rate of first 
cycle loans and it has already adopted some actions to cope with that. For example, now a client 
can be refused just with the Branch or Regional Director approval. Moreover, the new department, 
ñUnité de Suivi de la Clientèle et du Marchéò has started to analyze client desertion and client 
satisfaction in a systematic way. 
At the beginning of 2008 ACME has also increased the maximum first loan amount taking into 
account the inflation rate. These and other measures should improve the average amount of 
disbursed loans in 2008. 
The share of female clients (70,3% in December 2007) and the average disbursed loan size on per 
capita GDP (94% in December 2007) indicate a good outreach in depth. 
 
As last year, in terms of number of credits, the credit portfolio is allocated mainly in the ñtraditional 
loanò product (95%), while in terms of amount outstanding is concentrated in the ñtraditional 
loanò (81,6%) and in the ñbig loanò (17%). We have to consider that now the product ñbig loanò 
starts from about US$ 
6.796 (Gourdes 
250.000), while last 
year started from US$ 
4.078 (Gourdes 
150.000), that is why 
the percentage of big 
loans has decreased 
to 17% (32,7% as of 
December 2006)19. 
As a matter of facts, 
the portfolio divided 
by amount shows 
that the 
concentration of the 
outstanding portfolio is similar to last year: the ranges bigger than US$ 1.359 represent 50,8% 
of the outstanding portfolio (49,5% as of December 2006). At the same time the concentration in 
terms of clients is still in the ranges under US$ 544 (69,7% in 2007 and 71% in 2006).  

                                                 
18

 On the other side, in a more in depth analysis, we can observe that the drop-out ratio was particular high in the first 
semester of 2007. 
19

 However, it is also important to mention that there have been some problems in the renewal of big loans because of 
the difficulties of some clients to go trough customs in the importation of goods in town. Therefore, this is another cause 
of a lower average disbursed loan size. 
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The other products represent just a small percentage of the number of credits and credit portfolio. 

 
As for the concentration of the portfolio by sector there are no changes: the classical short term 
microcredit to fund informal tradersô working capital always represents the biggest share (92,8%), 
while production and services represent the remaining percentage. 
 
In general, there is also a good diversification by branch. La Ville Nord and La Ville Sud (last 
year the branch Rue de Fronts Forts, downtown) still have the biggest share of outstanding 
portfolio (26,1%). It is worthy to say that the actual main strategy of ACME is to open branches 
outside Port au Prince (5 new branches have already been opened in 2007) which will be 
mitigating the risk of concentration in Port au Prince. 
 
Loan portfolio quality 
The quality of loan portfolio has very slightly worsened with respect to last year20, but it is 
still among the best MFIs in the country. In particular, portfolio at risk as of December 2007 is 
somewhat worse distributed among the ranges respect to the last year. In general, the portfolio 
quality indicators are improvable, even if it is difficult at the moment especially due to the very 
difficult environment. 
PAR30 stands at 5,8% as of December 2007 (5,3% as of December 2006 and 6,9% as of 
December 2005) and the write-off ratio21 for the last 12 months is 6,6% (5,9% in December 
2006 and 10% in December 2005). ACME writes off all the restructured loans in order to follow-up 
them separately. Therefore, there is not a restructured portfolio in the financial statements. 

 

                                                 
20

 In 2006 the positive trend of portfolio quality was a consequence of the improved situation and the safety in 
Port-au-Prince. Economic and political crises were the main determinants of the periodic deterioration of the portfolio of 
ACME in 2004 and 2005. On the other side, the institution showed a very good recovery capacity and an active 
management of emergency situations. 
21

 ACME regularly writes off on a quarterly basis all the loans in arrears more than 180 days. The still high ratio is a result 
of the long going effects of negative economic and political events. 
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By analyzing the trends we must consider that, PAR30 as of December 2007 has improved with 
respect to June 2007 (7,5%) due to the stronger portfolio growth in the last 2 months of 2007 which 
anticipates a growth in the amount of PAR30 (especially if the growth slows down, the PAR30 
indicator will probably grow up). During 2007 the PAR30 has maintained a rate just above 7%. 
In general, we confirm that ACME has been able to cope with very difficult situations and 
much better than most of the other MFIs in Haiti. ACME strategy is to focus especially on portfolio 
recovery and to contain delinquency portfolio and as we remarked in the last years ACMEôs 
presence on the field seems to be a central point in its capacity to deal with delinquency loans 
in case of serious crisis. 
To keep the same risk coverage ratio (for PAR30) at 80%, provision expense ratio is a little 
increased (8,4% as of December 2007). As already mentioned last year in our opinion this ratio is 
sufficient but it should be even more prudential given the unstable external environment and, more 
in general, the reserve should protect the institution from the expected risk of the loan portfolio 
which changes every year. 

 
As last year the branch of Fontamara shows a particularly bad portfolio quality with a high 
write-off ratio. It is important to remember that this branch has experienced a fraud of a loan officer 
in the second semester of 2006. Another branch with historical quality problems and a high 
write-off ratio is Petionville. As for this branch things have got worst in the first quarter of 2007, 
due to a fire in the main market which spoiled and destroyed warehouses and stocks, and stopped 
most activities. The Credit Director has assured that the quality of portfolio of Fontamara and 
Petionville is improving in 2008. Branches in downtown and Dalmat show also an improvable 
performance. The low portfolio quality due to the long going effects of negative political events 
and the more difficult environment of the metropolitan areas of Port-au-Prince).  
It is important to point out the low portfolio quality of Mahothiere and Claircine, 2 new branches 
opened in the second semester of 2007. These 2 branches had their portfolio in other 2 older 
branches, which explains the high write-off ratio. Moreover, ACMEôs management has remarked 
that, some loan officers have taken some time of adaptation in Maohtiere, while in Claircine a good 
client with a loan amount around US$ 27.000 suffered a fire. 
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5. Financial structure and ALM 
 
ACME reached an agreement in 
December 2005 with the Spanish 
cooperation for a long term loan of Euro 
1.500.000 to be disbursed and repaid in 
US$22. Moreover another long term loan 
of US$ 1.000.000 was received at the end 
of 2007 by Soros Fondation. These 2 
international loans have allowed ACME 
to improve its leverage trough new 
credit lines issued by national banks in 
2006 and 200723. The debt/equity ratio 
has increased to 2,24 as of December 
2007 (1,61 as of December 2006, 0,96 as 
of December 2005) and it is now at an 
adequate level.  
In general, ACME presents a good 
combination of international and domestic funding tools, which assure stability and sustainability to 
the institution24. 
 

Liabilities 
As of December 2007, ACMEôs funding 
liabilities at a national and international 
level stand at US$ 8.654.908 (US$ 
5.307.965 as of December 2006) 
showing an annual growth of 60%. As for 
the liabilities structure, long term loans 
have increased to 35% (24% as of 
December 2005), while 62% of 
liabilities are mainly composed by 
credit lines issued by national banks 
(Promobank, Sogebank, Capital Bank 
and Unibank). The increase of funding 

liabilities is mainly due to the long term loans received by the Spanish Cooperation and Soros 
Fondation. It is important to mention that ACME has used these funds as deposit collaterals in US$ 
for new credit lines in local currency. As of December 2007, all national credit lines are backed by 
term deposits in US$ and/or by international letters of credit 
(issued by Soros Foundation and the Agence Française de 
Développement, AFD). The long term funds of Spanish 
Cooperation and Soros Fundation have a cost of 5% and 
are used as deposit collateral (the deposits in the national 
banks give to ACME an interest rate between 3% and 5%). In 
2007 ACME has also received a second conditional loan of 
US$ 176.705 by the Fonds de developpement Industriel (FDI) 25 
at a subsidized interest rate of 3%. Credit lines bear a 
commercial interest rate between 19-21%, which has 
decreased with respect to last year (21-24%). Therefore, the 
cost of fund ratio has also decreased to 16% as of December 
2007 (20,8% as of December 2006). It is important to mention 

                                                 
22

 The loan was disbursed in 2 equal tranches. ACME has received the first one in April 2006 and the second one in 
December 2007. 
23

 These funds are used as deposit collaterals. 
24

 ACME is a proved good and solvent client. 
25

 In 2005 a 3 years loan (about US$ 250.000) was disbursed by FDI. 
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that the guarantees from Soros Foundation have no cost for ACME, while the guarantees of AFD 
have a cost of 2%.  
See please Annex 5 for a detail of borrowed funds, credit lines and letters of credit. 
 
Equity structure 
As of December 2007, ACMEôs 
equity is US$ 3.976.420. It has 
increased at an annual growth 
rate of 14% which is lower than 
last year (25%) due to a lower 
profitability (ACME is fostering its 
capitalization growth through its 
profit).  
In general, the equity structure has 
not changed. Earnings (previous 
years and current year) 
represent 72% of total equity 
(68% as of December 2006)26. 
28% of the total amount is 
composed by international 
donations (UE, UNDP and USAid).  
 
Assets and liabilities management 
As we mentioned last year, credit lines contracts allow adjusting interest rate at any time, which 
creates a potential interest gap, due to the impossibility to vary active interest rates of 
outstanding loans. On the other side the interest rate risk is smoothed out by the short term 
structure (6 months on average), of the active portfolio. 
Even if credit lines have to be considered as short term, because contracts may be reviewed every 
year and renegotiated or cancelled, long term guarantees continue to determine their almost 
automatic renewal. Since the average portfolio term is less than 1 year, ACME is not 
particularly exposed to a maturity gap, as also showed by the analysis of the maturity gaps 
(where we consider credit lines between 181 and 365 days). 

 

                                                 
26

 With respect to last year reserves for inflation adjustment, which were classified as an equity item (to take into 
consideration the effect of inflation and maintain the value of capital) are now considered in retained earnings.  
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