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1

Organization Structure of SME 
Banks in Japan and Thailand

Kimihiko KATO

JICA

July 4, 2006

1

2

Definition of SME in Thailand 

Small Enterprise Medium Enterprise 

Employee Fixed Assets 

(excluding land)

Baht in Million 

Employee Fixed Assets 

(excluding land)

Baht in Million 

Manufacturing 50 50 200 200 

Services 50 50 200 200 

Wholesale 25 50 50 100 

Retail 15 30 30 60 

Note: The definition of SME is stipulated in the directive issued in September 2002 by 

Ministry of Industry based upon SME Promotion Act. 

3

Distribution of Enterprises by size of employment

Source: Department of Labour Protection and Welfare, Yearbook of 
Labour Statistics 2001

Total number of enterprises
in Thailand: 349 thousand

4
Note The number of respondents to the survey is 225 clients of SME Bank.

Source The 3rd Business Survey on SMEs by SME Bank, Sept.2003

5

Mission of SME Development Bank of Thailand 
(SME Bank)

•To create successful new entrepreneurs 
•To promote and develop Thai SMEs to gain    

sustainable growth

•SME Bank provides a full range of development 
services from Financing to Consulting to clients.

6

Loans

Organization of SME Bank

IT for efficient
operationHRD

Consulting services
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Branch offices of SME Bank are available to SMEs in all of Provinces in Thailand

Source: SME Bank

9

SME Bank was formally established in Dec. 2002 with 
all assets, debts, capital, businesses transferred from the 

then-Small Industry Finance Corporation (SIFC). 10

Definition of SMEs in Japan 

11
Source: Ministry of Internal Affairs and Communications

SMEs are indispensable to 
sustainable growth of Japanese 
economy. 

12

Specialized Financial Institutions for SMEs in Japan
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Mission of JASME

To promote the growth and development of SMEs
in line with national policy, working closely with 
private financial institutions and regional public 
agencies by providing a stable supply of funds and 
a wide range of consulting services

14

Structure of JASME

President

Deputy
President

Senior
Directors

Planning and Coordination Department

Human Resource Department

Accounting and Treasury Department

IT Department

Loan Administration Department

Credit Insurance Department

Economic Research Institute

Internal Audit Department

Business Information Department

Employee Welfare Department

Branch Offices (61)

Credit Analysis Department

To research SME-related issues and 
provide information to SMEs and Branch

Offices

To enhance efficiency in conducting business

To plan loan target and monitor progress

To examine loan application 

To inspect Branch Offices

SMEs
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Business Directions for SME 
Bank in Sri Lanka 

Kimihiko KATO

JICA

July 6, 2006

2

2

Mission of SME Bank

1. To encourage entrepreneurs to start their business successfully
2. To give a helping hand to SMEs which cannot have access to 
commercial banks but have a great growth potential in the long run
3.    To promote industry policy designed by the Government 

1. SME Bank should be one-stop shop for SMEs to provide a wide 
range of financial products and consulting services.

2. SME Bank should put more emphasis on consulting services.
3. Branch offices should be enterprise development center for SMEs

in the regions.

3 4

Consulting Services provided by SME Bank 
in Thailand

5

Resources: SME Bank

6

Means of Providing Consulting Services in 2004
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Recipients of Consulting Services in 2004

8

Workshop for Clients

•After one-week of seminars, participants go back to their companies and put in place 
practical measures they learned.

•They are given advisory services by Enterprise Development Group for the following 
weeks.

9

Management Consultancy (Mobile Clinic)

Development officers visit clients on-site to give advisory 
services by the request from clients. 

10

Marketing Support

Thai government has been implementing One-Tambon-One-Product project to 
encourage local entrepreneurs to start their business by making use of materials 
and resources in regions. SME Bank supports marketing by introducing their 
activities through mass media such as TV program.

11

Programs for HRD

1. Credit Analysis Seminar for junior 
development officers in Cluster and 
Branches

2. Training course of SME Diagnostician 
and Counselor (Shindan-shi) for senior 
development officers in Cluster and 
Branches

12

Credit Analysis Seminar provided by JICA Expert for junior 
Development Officers in SME Bank

Contents of the seminar are as follows:

•Evaluation of clients from both quantitative and qualitative 
aspects

•Evaluation of financial statements based on time-series and 
comparison analyses and finding out the root causes which 
underlie the financial statements

•Points for assessing newly established enterprises
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Training course of SME Diagnostician and Counselor 
(Shindan-shi) at Technology Promotion Institute (TPI)

14

Subjects of Training course of Shindan-shi

1. Management strategy

2. Production Management

3. Marketing

4. HR Management

5. Financial Management, etc.

15

Topics in 
Production Management

Total Productive Maintenance
(TPM)

Process Control

Total Quality Management
(TQM)Inventory Control

16

Topics in 
Marketing

Market Research
•4P’s
•Market research methods
•Customer analysis
•Segmentation & Targeting
•SWOT analysis

Product Planning
•Product Portfolio Management (PPM)
•Positioning & Differentiation
•Brand strategy

CRM
•Developing & 
Retaining customers

Sales Promotion
•Sales promotion skills
•E-marketing

17

Diagnosis

Counseling

Shindan-shi diagnoses SME on-site to find out the causes of 
problems and provide the best solutions. 

18

In the 1950’s, Japanese Government started 
a Certified Public SME Diagnostician and Counselor

(Shindan-shi) system.

Purpose: To provide solutions to SMEs so as to 
modernize their management and strengthen their competitiveness 

About 8,500 Shindan-shi  
are now registered at SME Agency 

in the Ministry of Economy, Trade and Industry (METI). 
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Consulting Services provided by JASME in 
Japan

20

Consultation Services provided by JASME

SME Clients

JASME

Quantitative & Qualitative Information
Company’s strength
Financial statements
Management problems
Information on President

Providing Consultation Services
Diagnosis service
Offering excellent examples
Business matching 
Management Improvement Proposals

Customer Information
Database

21

Diagnosis service

•Loan officers analyze annual financial statements in comparison with 

industry average. 

•They give presentation on problems and show better solutions.  
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Loan Approval Procedures of SME 
Banks in Thailand and Japan

Kimihiko KATO

JICA

July 11, 2006

3

2

Loan Approval Procedures of SME Bank in Thailand

SMEs
Branch

Head Office

Loan Cluster

Credit 

Operation

Credit
Committee

1. Loan Application

2. Pre-screening

• Business Plan

•Financial Statements, etc.

3. Documents transferred 
for credit appraisal 

4. On-Site Inspection with development 
officers of branch

Credit Bureau
4. Check on credit history of loan applicant

5. Credit Appraisal

Report

6. Approval 

3. Collateral Evaluation Report

3

SME Bank

Loan Cluster is classified into 10 clusters in line with industrial 
policy targeted by the Government.

4

Loan Approval Procedures of JASME

Loan Application

Acceptance of Application
(Pre-screening)

Credit Analysis by L/O

Y/N Rejection

Credit Analysis by 
Credit analysis officer

Loan Contract

Disbursement

Normal
applicants

Risky 
applicants

Approval

5 6

46



7 8

9

Measures to enhance efficiency of loan approval 
procedures

1. To provide development officers with loan procedure 
manuals 

2. To standardize financial statements to be used in SME 
Bank

3. To establish customers’ database which contains not 
only financial statements but also qualitative information 
such as strengths/weaknesses and business career of 
managing directors

4. To create credit scoring system for pre-screening

5. To make credit appraisal report as simple as possible 

6. To give a high degree of autonomy to branches
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HR Training Programs for 

SME Bank

Kimihiko KATO

JICA

13 July 2006

1

2

Success of organizations wholly depends on 

human resources.

If we want one year prosperity, grow grain;

If we want ten years of prosperity, grow trees;

If we want one hundred years of prosperity, 
grow people.

3

Provide Training Courses Depending on  
Work Experience and Expertise

Junior 
Officers

Senior  
Officers

Managers

Training curriculums should 
be suited to the needs of each 
group.

Newcomers

4

Skills needed by each group

1. Junior credit officers
ability to write CAR with help from managers

2. Senior credit officers
ability to analyze customers and write CAR without 

help from managers 
3. Junior development officers

ability to diagnose SMEs and to offer consulting 
services

4. Senior development officers
ability to offer in-depth consulting services on 

specific subjects
5.    Managers

ability to train and motivate subordinates

5 6

Measures for effective training 

1. Implement training programs on periodical basis.
Make an annual plan.

2. Put more emphasis on On-the-Job Training
Effectiveness depends on how trainees put 

skill and knowledge into practice in evaluating real 
SMEs. 

A newcomer should be looked after by a 
designated junior officer on one-to-one basis for
the first two years.

Incubation
Training System
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3. Register in-house trainers at HR department and 
dispatch them to SME Windows when needed for 
follow-up seminar. 

4. Putting in place a job rotation system in which staff can
be transferred between departments every three to four
years to find the right man in the right place

SME Windows

Dispatch to SME Windows for 
follow-up seminar

8

5. Compile manuals to distribute to all of the staff to 
disseminate knowledge

Loan approval procedures
How to write CAR
Quantitative analysis on financial statements
Qualitative analysis
How to diagnose (Shindan)

6. Give annual award to staff for excellent job in 
satisfying customers
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Recommendations for 
Organization Structures and 

Human Resources Development 
of SME Bank in Sri Lanka

Kimihiko KATO

JICA

July 20, 2006

2

2

Mission of SME Bank

1. To encourage entrepreneurs to start their business successfully
2. To give a helping hand to SMEs which cannot have access to 
commercial banks but have a great growth potential in the long run
3.    To promote industry policy designed by the Government 

1. SME Bank should be one-stop shop for SMEs by providing a wide 
range of financial products and consulting services.

2. SME Bank should put more emphasis on consulting services.
3. Branch offices should be enterprise development center for SMEs

in the regions.

3

SME Bank should look after entrepreneurs and SMEs on the 
incubation or acceptance stages to help them develop into 
expansion stage.

TIME

SI
Z

E

Incubation stage Acceptance stage

Expansion  stage

Maturity stage

Four Stages of Business Growth

Entrepreneurs need 
knowledge and skill in  
management to make 
businesses up-and-
running as soon as 
possible. 

SMEs need not only consulting services 
but also financial resources for building 
competitive production capacity to be 
firmly accepted by customers.

4

A four-year-old garment manufacturer improved business track 
by getting support from SME Bank and IDB

5 6

Human Resources Development 

Training Programs

Credit Risk Evaluation 
Knowledge & Skill on 

Consulting Services

Credit Officers
Development 

Officers

Customer 
Relations 
Officers
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Success of any organizations wholly depends on 
human resources.

If we want one year prosperity, grow grain;

If we want ten years of prosperity, grow trees;

If we want one hundred years of prosperity, grow 
people.

8

Implement Training Courses Depending on  Work 
Experience and Expertise

Junior 
Officers

Senior  
Officers

Managers

Training curriculums should be 
suited to the needs of each group.Newcomers

9

Skills needed by each group

1. Junior credit officers
ability to write CAR with help from managers

2. Senior credit officers
ability to analyze customers and write CAR without help 

from managers 
3. Junior development officers

ability to diagnose SMEs and to offer consulting services
4. Senior development officers

ability to offer in-depth consulting services on specific 
subjects

5.    Managers
ability to train and motivate subordinates

10

11

Measures for effective training 

1. Implement training programs on periodical basis.
Make an annual plan.

2. Put more emphasis on On-the-Job Training
Effectiveness depends on how trainees put 

skill and knowledge into practice in evaluating 
real SMEs. 

A newcomer should be looked after by a 
designated junior officer on one-to-one basis for
the first two years.

Incubation
Training System 12

3. Register in-house trainers at HR department and dispatch 
them to SME Windows when needed for follow-up seminar. 

4. Putting in place a job rotation system in which staff can
be transferred between departments every three to four
years to find the right man for the right job

SME Windows

Dispatch to SME Windows for 
follow-up seminar
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5. Compile manuals to distribute to all of the staff to 
disseminate knowledge

Loan approval procedures

How to write CAR

Quantitative analysis on financial statements

Qualitative analysis of applicants

Solutions in business management 

6. Give annual award to staff for excellent job in satisfying 
customers

14

Tools to be put in place for 
organization structure

15

Credit & Operation

1. Standardized financial statement format will 
enable credit officers to:

(1) analyze financial ratios calculated based on 
the same accounting principle

(2) easily input accounting items into Customer 
Information Database

(3) compare customers with industry average and 
provide financial diagnosis services

16

Example from JASME:
We need financial statements 
of the past continuous three 
years to analyze the trend of 
financial conditions and detect 
problems.

17 18

Credit & Operation
2. Credit Risk Rating System gives us an objective criterion 

for deciding interest rate charged on customers. 
Interest rate should be determined by credit risk and   
repayment period.

Repayment Period 

Credit Risk

High

Low

Short
Long
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Credit & Operation

3. Post-loan Monitoring System will prevent customers from 
falling into NPLs by providing solutions when necessary.

Early Warning 
System

Business Plan to be submitted from customers:
to encourage customers to make a turnaround 

Radar Chart: 
to detect problems from 

financial ratios

On-site survey on periodical 
basis:

to provide solutions 

21

Radar chart analysis  (Example)

Radar chart tells us weaknesses and strengths of a customer.

22

Enterprise Development/IT

Customer 
Information 

Database

Allows credit officers to process 
loan applications efficiently and 
to provide effective consulting 
services

Allows executives of SME 
Bank: (1) to monitor progress 
of loan operation and (2) to 
analyze database and draw up  
a strategy for SME promotion

23

Customer Information Database (Example)

1. Financial Statements
2. Qualitative information
• Credit Risk Rating
• Customer’s name
• Personal history of business owners 
• Supporting staff in accounting, marketing, etc.
• Overdue history
• Age of business
• Names of main clients 
• Relative position among competitors
• SWOT
3.Terms and Conditions of the Loan
• Amount of loans
• Type of financial products
• Objective of loans
• Name of District where customer uses loans for buildings and machineries  
• Repayment period
• Grace period
• Names of Guarantors and their financial strength

24

Legal/NPL Collection

1. Classification of Customers based on repayment 
track and financial conditions

2.   Assigning NPL officers to taking care of NPL 
customers

53
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Classification of Customers (example)

1. Normal debtors

2. Debtors requiring care

3. Debtors requiring supervision

4. Debtors at risk of bankruptcy

5. Debtors that have practically gone bankrupt

Note 1. Customers are classified into 5 groups depending on
their debt-to-equity, liquidity, and profitability.

Note 2. NPLs are defined as loans extended to group 3, 4, and  5.

26

Definition of Each Group

Group 2. Debtors requiring care are those who have been 
meeting the repayment schedule, but have red ink or negative 
net worth.

Group 3. Debtors requiring supervision are those who have 
failed to repay for three months or longer, but maintain 
positive net worth.

Group 4. Debtors at risk of bankruptcy are those who have 
failed to repay for three months or longer, and have negative 
net worth.

27

Legal/NPL 
Collection

(NPL officers)

Managers

Group 5

Group 4

Group 3

Group 2

Credit 
Officers

Group 1

NPL Officers should be assigned for collecting NPLs.

28

Thank you for your attention.
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SI
Z

E

Incubation stage Acceptance stage

Expansion  stage

Maturity stage

Four Stages of Business Growth

Entrepreneurs need 
knowledge and skill in  
management to make 
businesses up-and-
running as soon as 
possible. 

SMEs need not only consulting services 
but also financial resources for building 
competitive production capacity to be 
firmly accepted by customers.
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Infrastructure facilitating SME Bank’s activity

Loan & Operation 
for 

Extending Loans & 
Monitoring

Enterprise Development
for 

Providing Business 
Development Services

Legal/NPL Collection
for

Keeping financial stability
of SME Bank 

HR
for 

HR Development

IT
for 

Enhancing efficiency of business 
operation



61



62

Head

Credit 1

Credit 2

Credit 3

Credit Appraisal of SMEs
from Northern Districts

Credit Committee

Credit Appraisal of SMEs
from Central Districts

Credit Appraisal of SMEs
from Southern Districts

Database 
in IT 

Division

In case of approval

Operations
Preparation of Loan 

Contract and Security 
Agreement
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Workflow of Credit & Operations 

SMEs
Branch

Credit & Operations

Credit 
Officers

Credit
Committee

1. Loan Application

2. Pre-screening

• Business Plan

•Financial Statements, etc.

3. Documents transferred 
for credit appraisal 

4. On-Site Inspection with CRO of branch

Credit 
Information 

Bureau4. Check on credit history of loan applicant

5. Credit 
Appraisal

Report

6. Approval 
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Repayment Period 

Credit Risk

High

Low

Short
Long
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Early Warning 
System

Business Plan to be submitted from customers:
to encourage customers to make a turnaround 

Radar Chart: 
to detect problems from 

financial ratios

On-site survey on periodical 
basis:

to provide solutions 
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Head

Enterprise 
Development

Implementing research on industry trend in Sri Lanka 
and on problems and challenges SMEs have to tackle/ 

Drawing up strategy for developing SME sector 

Research & 
Planning

MIS Reporting Bank’s activity on periodical basis to Board 
of Directors by analyzing statistics stored in the database. 

Offering solutions to entrepreneurs & SMEs in 
collaboration with relevant institutions

Board of Directors
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Head

Legal Matters

NPL Collection
Collecting bad debts to maintain sound 

equity adequacy ratio of the Bank

Pertaining to agreements on loan contract 

and security between the Bank and debtors  

Head

Software 
Development

Hardware 
Maintenance

Keeping all of the hardware system working 
properly in SME Bank 

Developing application software to best suit 

to work procedures implemented in the Bank

Database Server 
Maintenance

Accessible from all 
Divisions in the Bank
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Head

Business 
Compliance

Credit 
Inspecting credit operations to check on 

appropriateness of loan approval in line with 
loan procedures stipulated by the Bank

Inspecting employees’ compliance with 
work regulations and ethics in the Bank

Board of 
DirectorsReport once a year

Head

Marketing 
Research/Product 

Development

Developing financial products and terms and conditions 
to be more suited to SMEs based on market research

Procurement of fixtures and furniture for Branches and 
Windows

Branch 
Development

Public Relations
Disseminating information on activities of the Bank to 

SMEs and general public in Sri Lanka
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Head

Finance
Raising long-term funds from financial market either by 

borrowing or issuing bonds

Responsible for bookkeeping and completing financial 
statements of the Bank

Accounting

Head

Training

In-House, 
IBSL,etc.

Finding out the right person for the right place to 
motivate people/Introducing Job Rotation System to 

develop versatile capability of the staff 

Personnel 
Evaluation 

Recruit
Putting an advertisement for placement on the website of 

the Bank to register the prospective employees to be 
filled in vacancy when needed

Knowledge & Skill on 
Advisory Services Course

Credit Risk Evaluation 
Course

SLSI, 
JASTECA, etc.

General 
Administration 

Sending staff to relevant institutions or inviting resource 
persons for training on legal, accounting, IT,etc.
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Branch

Credit Officer

Acting as a contact person of SME Bank and refer 
customers to Credit or Enterprise Development Division 

Customer 
Relations Officer

Responsible for loan appraisal under Rs. 250,000 and 
monitoring of customers

General 
Administration 

Managing equipments for branch’s activity such as 
vehicles and fixtures

IT 
Division

Input at terminal
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