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Figure 1: Surplus from BRAC microfinance loans: A Cumulative over time across 

BRAC as a whole and B: Average per branch according to branch age. 
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Figure 3: Monthly administrative costs per borrower for each branch plotted against the number of borrowers 
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Figure 5: Dismissals and Retention Rate (Jan 2012-Apr 2013) plotted against A. 

Surplus and B. Borrowers 
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Each data point represents one months data from one branch for branches aged between 3.8 and 4.9 years.
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Figure 7: Average Borrower Numbers by Branch Grouping and Area Manager 
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Thank you for this comment, we have 

strengthened the literature review as per the 

suggestions below

Many thanks for this comment

We thank the reviewer for suggesting this change. 

Statements about the 'gap' in the literature have 

been nuanced and key scholarship analysing the 

importance of understanding the behaviour of 

actors for internal performance have been 

acknowledged (Goetz, 1996, 2001; Ahmad 2002, 

2003, Dixon et al, 2007, Labie et al. 2009 Siwale, 

2013 and Lensink et al. 2015) and references to the 

work of Copestake and Ledgerwood have been 

added in. Changes have been made in the 

introduction and literature review (p. 2, 3 and 5).

We would like to thank the reviewer for this 

comment which, we think, raises a valid point 

about the nature of the research enquiry in 

microfinance. As suggested, the conclusion now 

raises this issue of data gathering, management 

and access and the apparent lack of engagement 

with questions of organisational systems of 

performance. (pp. 21-22)

We have completely rewritten the Methods 

section to address these points.

We have listed the variables and explained why 

they were chosen
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We have rewritten this so that we do not so much 

reject this triptych as question why they alone 

should be the go to points. The reviewer's 

comments about HR and training being similar 

nationally are well taken, and we have refined our 

argument to make it clear that we are talking 

about the differential management of lower level 

HR issues that can negatively affect client 

experience.
We have followed almost all of these suggestins. 

We have merged Tables 2 and 3, and we have 

removed figure 4. However we have kept figure 2, 

as its purpose is to re-interpret the graph shown in 

figure 1. This material is now presented in a 

different way and we have merged figures 1 and 2 

together. We have kept figures 7 and 8 (now 

merged) because they were interesting and made 

clear their limited statistical significance

Thank you, this is a good point. Please see the 

second last paragraph of the conclusions where we 

highlight that BRAC can offer a relevant case for 

contributing to wider debates on such institutional 

transfers.

This is wonderful praise that we were delighted to 

read - the project certainly became ever more 

absprbing as more aspects about BRAC's work and 

condition became clearer. Our only concern is that 

the data we have may not, in fact yield the insights 

you are looking for because they are not complete 

enough. We have tried to manage readers' 

expectations in the revised version.

Thanks, a good point and we have rewritten this 

text to reflect this point.
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Thanks for these suggestions we have re-written 

the text here to take on these arguments

We used the useful wording of suggested by the 

reviewer and re-phrased as follows: 'What 

motivates the paper is that organizational design 

and dynamics can often explain a larger variance in 

how performance is enforced by actors and why 

than other things . Organizational systems and 

behaviour are still largely neglected in many 

studies and particular genres of study (Copestake 

et al., 2016). In fact, variations in internal 

organizational systems and functioning remain 

largely absent from the explanatory impact 

framework, which generally consider products, 

client group and environment as key ‘performance’ 

(aka results) drivers.'

This is an excellent point but one we feel may be 

beyond the scope of our paper. This point is about 

the empirical data that branches collect to monitor 

their performance and remain focussed on their 

social objectives. It takes us into territory that we 

cannot really cover in a paper which is about the 

importance of understanding how middle level 

management affects the internal variation of an 

organisation's performance.

The mention of how commercialisation affects 

staff behaviour has been deleted

References to the mission drift have been deleted.
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We found this suggestion really useful and have 

writtten in both the authors suggested

This issue had been raised by the editor when the 

paper was first submitted and before it was 

reviewed. This paper derives from a working paper 

which is in the pubic domain and which has been 

shared with the organisation concerned. It would 

be difficult to conceal the organisation at this 

stage. Moreover there is a great deal within this 

paper that puts BRAC in a good light, specifically 

the welcome consequences of its loans for its 

clients and its rapid transformation of the senior 

and middle management after 2013.

We have added a pargraph which explains this 

information.

These requests matched those of the first reviewer 

and we have substantially re-written the methods.

We have provided more detail such that any figure 

or table we present uses information that has 

already been signalled in the methods.
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We looked for information about clients leaving 

BRAC - which is the best record of disatisfaction, 

but found these were kept in long-hand at branch 

level which made collecting systemmatic data 

difficult. The reviewer is quite right that surplus is a 

poor way of capturing client experience, but it is a 

good indicator of whether clients are coming back 

for more loans, or chosing to leave (often by 

defaulting). Moreover our point in this paper is not 

necessarily to capture all of client experience but 

to demonstrate that within organisational 

performance needs to be examined more carefully. 

Surplus suffices to make this point

We have redone this analysis to exclude the 

Zanzibar outliers 

As per the last comment but one we tried to do 

this, but it was not possible to gather systemmatic 

data about drop outs. Information on returned 

security deposits is problematic because of the 

practices of delaying and making it difficult to 

return these deposits.

We cannot explain why BRAC has not been more 

adventurous in the loans it has offered clients, but 

our point in mentioning these multiple loans is 

simply to say that BRAC has found a way of tapping 

a ready market. It is, for obvious reasons, difficult 

to research multiple loan taking, but we would like 

to keep this detail in because it shows how clients 

are responding to BRAC's presence and rules.

Thanks - a good point and we have changed the 

wording accordingly.

Reviewer 1 also raised this point and we have re-

written this section to be narrower and more 

warranted. 
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The reviewer is right that this hypothesis could be 

tested more systematically, but it was beyond the 

scope of this exploratory research to do so. Indeed 

it should be possible to test mutiple hypotheses 

about loan officer performance, management, 

geography, clients and products, but, remarkably, 

we do not know of many studies which have tried 

to do so. The purpose of this paper is to say this 

must be done - and this reviewer's eagerness that 

we do so is in that sense really pleasing. They get 

it! But please do not ask us to do so in this paper 

because, much to our frustration, we cannot and it 

would be a shame to fault the paper for making 

too compelling a case

Again the reviewer is absolutely correct, but this is 

beyond the scope of this paper. We do not have 

promotions data or employee trajectories. Thanks 

money is a shady practice and very difficult to 

investigate systemmatically.

This was a really useful point and helped us to 

highlight that we are focussing on the differential 

management  of generic problems. As we 

explained above we do not have the detailed HR 

data to explore employee motivation and 

promotion. Our retention data cover only a 15 

month period, and, as reviewer 1 observed this is 

interesting but weak statistically.

Unfortunately the HR database just has joining and 

leaving data, not change in postings

Again, rigorous testing of this hypothesis is not 

possible for us and we have made that clear in the 

text. The reviewers suggested mechanism would 

not apply as area managers are not appointed 

from within their area, but allocated to postings as 

they become available.

Unfortunately we do not have much of these data. 

We don't have information on loan officer 

trajectories, or on percentage retention of clients 

or their average tenure.
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 There is some information on the number of 

microfinance employees leaving of their own 

accord (76) as opposed to 21 who were sacked. 

But there are also 17 employees for whom this 

sacking/choice is unclear and 55 of those who left 

gave no communication. Or, to put this a different 

way, there is not much more robust data we can 

glean from this. Our point is simply that levels of 

employee satisfaction appear low and this is 

associated with poor branch performance. We 

think the data we have presented suffice to make 

the point we are trying to here.

We have merged this figure with figure 7

Yes loan officers not credit officers we have 

changed the title of this figure
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