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2. AERTHEMHEER (Joint Terminal Evaluation Report)

PENYBNVIKA GPBIIJA
HALIMOHARHA ATEHUWJA 3A
PEFMOHANKYA PA3BC - 2AJEHAP
PARHA JERMHMIA-KAHUENAPUIA BEOTPAR

MIPSAF T M 2 {20l
Gor. jor. o Upiaor | Bpaanact
MINUTES OF MEETING 02 R il

BETWEEN
THE TERMINAL EVALUATION TEAM OF
JAPAN INTERNATIONAL COOPERATION AGENCY
AND
AUTHORITIES CONCERNED OF THE GOVERNMENT OF
SERBIA
ON
JAPANESE TECHNICAL COOPERATION FOR

THE PROJECT ON ESTABLISHMENT AND PROMOTION OF MENTORING

SERVICE FOR SMALL AND MEDIUM ENTERPRISES IN THE WESTERN
BALKANS (SERBIA, BOSNIA AND HERZEGOVINA, AND MONTENEGRO)

The Japanese Terminal Evaluation Team (hereinafter referred to as “the Team™),
organized by the Japan International Cooperation Agency (hereinafter referred to as
“JICA”) and the concerned authorities of the Government of Serbia (hereinafter referred
to as the “respective government™) had a series of discussions on the Japanese technical
cooperation project for “The Project on Establishment and Promotion of Mentoring
Service for Small and Medium Enterprises in the Western Balkans” (hereinafter referred
to as “the Project”) for the terminal evaluation of the Project which is scheduled to end in
May 2016.

During the meetings, the Team and the respective government exchanged views and
jointly evaluated the progress and achievements of the Project.

As the result of the discussions, the Team and the respective government agreed to
the matters referred to in the document attached hereto.

Belgrade, November 20, 2015

% 3 a2
Mr. Gaku Funabashi w Mizdrak
JEYAP
Leader irector

Terminal Evaluation Team National Agency for Regional
Japan International Cooperation Agency Development
Japan Serbia
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1 Overview of the Terminal Evaluation

1.1 Summary of the Terminal Evaluation

To review actual inputs, activities and the implementation process, and compare the project
purpose and output achievement levels against the latest Project Design Matrix (PDM) and the
Plan of Operations (PO). Through sharing terminal evaluation findings, and discussion with the
Joint Coordinating Committee (JCC), a consensus on a direction for the remaining period of the
project should be achieved.

1.2 The Schedule of the Mission
1.3 Members

Japanese Side
Name
Mr. Gaku Funabashi

Title and Affiliation

Japan International Cooperation Agency
Industrial Development and Public
Policy Department , Senior Advisor
Japan International Cooperation Agency
Industrial Development and Public
Policy Department, Private Sector

Designation
Leader

Ms. Hitomi Oka Cooperation Planning

Development Group
Mr. Izumi Sakaya Evaluation Analysis Prastha 1Ltd, Inc
Serbian Side
Name Designation Title and Affiliation
Ms. Vesna Mizdrak | Director National Agency for Regional
Development

Ms. Ana Zegarac

Assistant Director

National Agency for Regional
Development, Head of sector for
international and interregional
cooperation, education and mentoring.

Advisor for international
cooperation and
internationalization

Ms. Stefanija djokic

National Agency for Regional
Development

1.4 Persons Interviewed

The following people were interviewed during the mission.

- Representatives from counterpart agencies
- Project C/P

- Project Experts

- Representatives from JICA office



1.5 Methodology of Evaluation

1.5.1 Evaluation Procedure

The Evaluation Team, while studying on various documents, conducted surveys by
questionnaires and interviews with C/P and the Japanese Experts as well as those persons
involved in the Project. The Evaluation Team also made a visit to the project sites. The
Evaluation Team analyzed and evaluated the Project from the viewpoints of evaluation criteria
according to the method of Project Cycle Management (PCM). The evaluation results by the
Evaluation Team were examined and discussed with Joint Evaluation Committee Members and
other concerned parties. After appropriate revision, the results were concluded as the evaluation
report.

1.5.2 Items of Analysis

(1) Achievement of the Project

Achievement of the Project was measured in terms of Inputs, Outputs, Project Purpose and
Overall Goal in comparison with the Objectively Verifiable Indicators of the revised PDM as well
as the plan delineated in the R/D.

(2) Implementation Process

Implementation process of the Project was also reviewed from the various viewpoints, such as
technical transfer, communications among stakeholders, and monitoring process, to see if the
Project has been managed properly as well as to identify obstacles and/or facilitating factors that
have affected the implementation process.

(3) Evaluation based on the Five Evaluation Criteria
The Evaluation Team also assessed the Project from the viewpoint of following five evaluation
criteria. '

1) Relevance:

The extent to which the Project Purpose and Overall Goal are consistent with the government
development policy of the country as well as the development assistant policy of Japan, and
needs of beneficiaries.

2) Effectiveness:
The extent to which the Project has achieved its purpose, clarifying the relationship between
the Project Purpose and Outputs.

3) Efficiency: _

The extent to how economically resources/inputs (funds, expertise, time, etc.) are converted
to results/output with particular focus on the relationship between inputs and outputs in terms
of timing, quantity and quality.

4) Impact:

Project effect on the surrounding environment in terms of technical, socio-economic, cultural,
institutional and environmental factors, Project impacts are to be viewed from cross-cutting
aspects according to positive or negative effects.

5) Sustainability
Sustainability of the Project is assessed from the standpoint of organizational, financial and
technical aspects, by examining the extent to what the achievements of the Project will be
sustained or expanded after the assistance is completed.

o



2 OQutline of the Project
2.1 Background of the Project

In Western Balkan regions, important economic issues such as regional development,
development of market economy,  and reduction of unemployment largely depend on
development of small and medium enterprises (SMEs) which have considerable part of the
economy and of the total employment. However, SMEs ‘in the region have problems such as
access to finance, complicated and slow government services, grey economy and their own
management. and technical capacities. Governments are trying to align their policies and
institution for these issues, but for conducting those policies, they still have challenges since
SMEs support organizations do not have enough capacity in terms of budget, human resources,
supporting menus, and knowledge and skills.

In order to tackle this problem, National Agency for Regional Development (NARD) in Serbia
and JICA had jointly implemented the Project on Institutionalization of Mentoring in 2008-2011.
Mentoring is to provide - company diagnosis and advisory services to SMEs, for SMEs to acquire
the entrepreneurial skills and knowledge.

From the successful result of the above project, Government of Serbia requested Government of
Japan for further cooperation in this field to promote and strengthen the mentoring system.
Referring to Serbia’s project, the Council of Ministers of BiH and Government of Montenegro
also requested the cooperation to establish the mentoring service to tackle the issue of
strengthening SMEs. Serbia showed the intention to support BiH and Montenegro for its
establishment using their experience, knowledge, and human resources gained from the previous
project, as well as to strengthen their own system.

In response to the requests from Serbia, BiH and Montenegro, the Detailed Planning Survey
Team organized by JICA visited three countries in September and November 2012 and had a
series of discussions with authorities concerned on the implementation of the Project. Each party
agreed upon the details of the Project.

2.2 Summary of the Project

Overall Goal:

The mentoring service for small and medium enterprises (SMEs) is maintained and expanded in
Western Balkan region (Serbia, Bosnia and Herzegovina (BiH), and Montenegro), and SMEs in
the region continue to survive and expand.

Project Purpose:

With the establishment of the mentor system and its lmplementatlon target SME support
organizations improve their SME support capacntles

Project Outputs:

1) According to the situation of SME in Serbia, mentor system is improved.

2) Mentors who provide solutions for SMEs and mentor trainers are produced in Serbia.

3) The mentoring service is practiced in Serbia.

4) Information and knowledge for strengthening mentoring service is accumulated and shared
among mentors, implementation bodies and SMEs.

3 Results and Achievements of the Project

Details of the results and achievement of the Project are described in this section.
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The assessment of PDM indicators in this chapter is based on the revised version of PDM (as
attached in Annex 1). Although this revised PDM is technically still unofficial, both Serbian and
Japanese sides have agreed on modification from its original version and the Project is being
implemented in accordance with the revised version.

3.1 Inputs

The inputs from both the Japanese and Serbian sides, since its inception in April 2013 till present,
have been executed mostly as planned.

3.1.1 Inputs from the Japanese Side

(D Dispatch of JICA Experts

A total of 7 experts in 9 fields of activities have been assigned since the inception of the Pro;ect
for a total of around 75 months as of the completlon of the Project in March 2016, as shown in
Annex 3. The figure includes all assignments in Serbia, Bosma and Herzegovina, and
Montenegro.

@) Local Consultants
Several numbers of local consultants have been appointed by the Project to support JICA Experts,
including consulting companies for promotion and a consultant for database development.

3) Provision of Equipment '
Three printers have been provided for the project activities (One in Serbia)

4) Costs for Project implementation '
The various costs for implementation of the Project have been paid by the Japanese side,
including costs involved in several types of trainings and seminars and workshops.

(5) Training in Japan
A total number of 16 trainees have participated in training in Japan (6 in 2013, 5in 2014 and 5 in
2015) from Serbia.

3.1.2 Inputs from the Serbian Side
) Appointment of C/P
Appointment of C/P for the management of the Project operation is as follows:
Project Director: Ms. Vesna Mizdrak, Director, NARD
Project Manager: Ms. Ana Zegarac, Assistant Director Head of Directorate for Regional
Development, NARD
A number of staff of NARD and Regional Development Agencies have participated in the Project
as mentors and/or administrative staff.

2) Offices and facilities
Office space and furniture with utility costs for the JICA Experts, as well as training venue for
mentors, have been provided by the Serbian side.

3) Other costs for Project activities

Travel expenses for C/P and allowance within the country, and cost for mentoring service and
training by Serbian mentor trainers within the country have been paid by the Serbian side.



3.2 Activities Implemented

The Evaluation Team cénﬁr_med that the Project has completed or is in a process of compléting
all the activities stated in PDM (Annex 1) in accordance with the schedule stated in PO (Annex 2).

3.3 Achievement of Qutputs

" The Evaluation Team confirmed that the Project has fulfilled the following outputs along with the

plan stated in the PDM. The degrees of fulfillment are shown under each output.

3.3.1 Achievement of OQutput 1
Output 1: According to the situation of SMEs in Serbia, mentor system is improved.

Indlcators

1-1. Improved mentormg system strategy/plan mentoring 1mplementat10n guideline, trammg
curriculum and evaluation method for mentors are developed.
1-2. Revised version of qualification system for mentor is developed.

(Indicator 1-1)

The indicator has been achieved. _

An implementation manual where strategy is described to provide mentoring service has been
approved both by NARD and JICA. Three types of guidelines have been developed based on the
Serbian guidelines; “Mentoring Guideline for Overall Understanding”, “Mentoring Guideline for
Start-Ups” and “Mentoring Guideline for Mature SMEs”. Training system has been clearly
established as stated in “Implementation Manual” where training curriculum were reconstructed
based on the standardized mentoring service. NARD has its own evaluation system of mentors by
the third party and client SMEs evaluate the mentoring service they received through
questionnaire survey.

(Indicator 1-2)

The indicator has been achleved

Revised version of qualification system for mentor, including qualification of mentor tralner, has
been developed and clearly described in “Implementation Manual”.

As shown above, all components of Indicators 1 and 2 have been a]ready fulfilled and Output 1
has been fully achieved. ,

3.3.2 Achievement of Output 2
Qutput 2: Mentors who provide solutions for SMEs and mentor trainers are produced in Serbia.

Indicators

2-1. More than 50 persons are newly trained to acquire the ability of conducting mentoring
services.

2-2. More than 10 are newly trained to be mentor tramers ~

2-3. More than 80% of mentor trainers, who are new]y as51gned from Jan. 2015 are evaluated

by the management/trainees that their ability is high enough to train mentors.

(Indlcator 2-1)

The indicator has been partly achieved.

During the Project 23 mentors have been newly trained and qualified, and the total number of
mentors in Serbia is now 72. Since the number of mentors is sufficient at the moment to provide
mentoring service as planned, this indicator can be regarded as fulfilled. Actually it seems that
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the target number of 50 new mentors was set to include the number of mentors trained during the
previous JICA cooperation project.

(Indicator 2-2)
The indicator has been achieved.
18 class room training trainers and 17 OJT trainers have been trained.

(Indicator 2-3)

The indicator has been achieved.

All mentor trainers have been evaluated as capable by the Project management (JICA Experts and
NARD) and also all the mentor trainers have been evaluated as capable according to the survey
on mentor trainees.

Overall, the indicators show that Output 2 has been fully achieved.

3.3.3 Achievement of Output 3
Output 3: The mentoring service is practiced in Serbia,

Indicators

3-1. More than 550 SMEs received the mentoring services, from the start of the project.

(Indicator 3-1)

The indicator will be achieved at the completion of the Project..

Under the Project, 109 and 105 SMEs received the mentoring service in 2013 and 2014
respectively. In 2015, 101 SMEs are receiving the service based on the regional development
strategy by NARD. To put together, 315 SMEs have so far received the mentoring service under
the Project. In addition, NARD has “Private Sector Development Project” with USAID. Under
this project, 122 SMEs have received the mentoring service where methods, knowledge and
knowhow developed by the Project are applied and another 118 SMEs are scheduled to receive
the mentoring service before the end of the Project. Altogether, 555 SMEs will have received the
mentoring service since 2013 when the Project started.

The above indicator shows that Output 3 is supposed to be achieved within the Project period.

3.3.4 Achievement of Output 4
Qutput 4: Information and knowledge for strengthening mentor service is accumulated and shared

among mentors. implementation bodies and SMEs.

Indicators

4-1. Meetings for sharing experience among the 3 countries are conducted at least once a year.

4-2. More than 80% of mentored cases are stored in the database.

4-3. Stored mentored cases accessed by mentors and authorized personnel of implementing
bodies on the regular basis.

4-4, Good practices of mentoring cases are introduced to SMEs through publications,

seminars, lectures and media.

(Indicator 4-1)

The indicator has been mostly achieved.

All Mentor Meeting was organized for the first time in Belgrade, Serbia in September 2015, with
9 attendants from BiH, 15 from Montenegro and around 55 from Serbia, for sharing information
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experiences and discussions for improvement of the service. Besides, Implementation Workshops
have been organized 6 times so far where C/Ps of the tree countries have attended and constructed
mutual relationship. The Project also provided the training in Japan, where mentors from the three
countries took part in the same program in 2013, 2014 and 2015.

(Indicator 4-2)

The indicator has been partly achieved and will be achieved before the completion of the Project.
For all the mentoring cases under the Project, the details including process and achievement, have
been officially recorded and stored. The database to manage the record is under development and
will be completed in February 2016.

(Indicator 4-3)

The indicator is expected to be achieved before the completion of the Project.

As mentioned above, the database of mentoring cases is under development and scheduled to be
completed in February next year. Information sharing on the mentoring cases would be readily’
available as the database is operated.

(Indicator 4-4)

The indicator has been partly achieved.

As for information sharing among mentors, information on mentoring cases based on diagnosis
reports of clients in All Mentor Meeting and good practice of mentoring cases and skills will be
presented and shared in Mentoring Award scheduled in February 2016.

As for promotion of the mentoring service to SMEs, the Project has appointed a Serbian
consultant in 2015 especially for the strategic promotion of the service, including introduction of
good practices of mentoring. The promotion has been practiced through TV programs, magazines,
web sites, social media, etc. and as a result the number of applications from SMEs for the
mentoring service has increased considerably. It appears, however, that promotional activities of
the mentoring service, such as organizing seminars to encourage SMEs to apply for the service,
had not been thoroughly practiced by the Project before the public call.

The above four indicators show that Output 4 has been mostly achieved or will be achieved
before the completion of the Project.

3.4 Achievement of Project Purpose

Project Purpose:
With the establishment of the mentor system and its implementation, target SME support
organizations improve their SME suppott capacities. ’

Indicators
1. Compared to the starting year of the Project, more than 75% of the mentors improved
mentoring ability by implementing mentor system.
2. Japanese experts evaluate that the target SME support organizations are capable of
modifying the mentoring system strategy/plan, mentoring implementation guideline,
training curriculum and evaluation method for mentors by organizations themselves.

(Indicator 1)

It is judged that the indicator has been achieved, from the following factors.

1) The surveys on mentor trainees were conducted every time the training was finished and
almost all trainees answered that they were confident that their skill had improved after the

training.
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2) JICA Experts observed through the OJT that the mentors were aware of i 1mprovement in their
skills.

3) During the evaluatlon the Japanese Evaluation Team had a series of i mterv1ews with mentors
and most of them expressed that their capability had been increasing as they had experienced
more and more cases of mentoring service.

(Indicator 2)

It is judged that the indicator has been mostly achieved.

The JICA Experts evaluate that NARD is now capable of modlﬁ/mg the mentorlng system’
strategy/plan, mentoring implementation guideline, training curriculum and evaluation method
for mentors by organizations themselves, based on the following facts. The Project (JICA Experts
and C/P of NARD) has developed the Implementation Manual where 1) institutional framework
to provide mentoring service, certification system, and training system are clearly méntioned and
2) a basic concept of mentoring is defined which should be.standards for the future renewal and
development of plan/strategy, etc. Based on the Manual, with trained human resources of its own,
NARD is capable to modify the mentoring system. It is pointed out, however, that NARD itself
does not have mentors in working, as all the mentoring service is provided by Regional
Agencies/Regional Centers (RA/Cs) and Regional Development Agencies (RDAs). NARD is-
expected to modify training curriculum for mentors in close consultation with experienced
mentors of RA/Cs and RDAs.

As seen above, the two indicators, though they are not necessarily “objectively verifiable”, show
a high degree of fulfillment. Apart from them, it is observed that most of SMEs who have
received the mentoring service have improved their operation. As one example, a company to
produce health food has found critical points to improve business, including market expansion,

through SWOT analysis and customer analysis practiced by the mentor. Also considering that all
four Outputs have been achieved to a large extent, the Evaluation Team judges that the Project
Purpose is likely to be achieved at the completion of the Project’ period. )

3.5 Achievement of Overall Goal

Overall Goal:

The mentoring service for small and medium enterprises (SMEs) is maintained and expanded in
Western Balkan Region (Serbia, Bosnia and Herzegovina (BiH). and Montenegro), and SMEs in
the region continue to survive and expand.

Indxcator

1. Mentoring services are continuously available in the once targeted area.

2. Number of SMEs receiving the mentoring services has increased by 100% in Serbia
compared to 2013 achievement.

3. More than 75 % of SMEs which received the mentoring services evaluate that their

business has been improved through the services.

(Indicator 1)

The indicator may be achieved in the future.

The “once targeted area™ refers to the entire area of Serbla, as mentoring service is already
provided nationwide by RA/Cs and RDAs. As NARD receives budget for mentoring service from
the government every year, it is expected that availability of services will not change in the future,

(Indicator 2)
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As “2013 achievement” is 109 as seen in Output 3 Indicator 3.1, then the target number will be
218. It sounds difficult to achieve the target in the near future unless the government drastically
increases the budget for mentoring service, as the number. of client. SMEs each year has been
stable, around 100, for 2014 and 2015. It seems that the indicator is not necessarily relevant.

(Indicator 3)

According to the survey on SMEs who received the mentoring service in 2014, 102 out of 105
SMEs, or 97%, answered that their business had improved. This means that the Indicator 3 has
been already achieved and the indicator for Overall Goal may be achieved in the future too with
the present level of service maintained by qualified mentors.

As far as current status of the above mdlcators is examined, it seems dlfﬁcult to predict whether
Overall Goal will be achieved after 3 to 5 years of the completion of the Project, because of'
Indicator 2. But in the narrative sense of Overall Goal, Serbia will surely maintain and improve
its mentoring service as it has capacity to do so. The Overall Goal also refers to mentoring service
in BiH and Montenegro.- Serbia could play a crucial role in this regard in the future as well as it
does at present in the Project. In total the Evaluation Team posmvely expects the achievement of
Overall Goal.

4 Implementation Process

The Evaluation Team confirmed that the implementation process of the Project has been
generally appropriate. The major points observed by the Evaluation Team are as follows;

(1) Communications between JICA Experts and C/P of NARD and mentors of RA/Cs and
RDAs have been adequate and frequent without any problems, sharing information on the
progress of the activities real time.

(2) A Project Manager is highly motivated and efficient. Since the Project Unit comprising 4
staff members was set up within NARD in 2015, operation of the Project has been further
strengthened.

(3) As Serbia has been conducting mentoring service for long even before the Project, and for
NARD this is the latest of the 3 consecutive cooperatlon projects with JICA the Project
has been introduced and implemented smoothly.

(4) Monitoring of the Project has been carried out both internally by the Project and externally
by the JCC. The progress reports have been submitted by the Project periodically without
delay. The JCC meetings have been held three times so far in 2013, 2014 and 2015 and
functioned properly.

(5) As one of the Project activities for Qutput 1 and Output 2, Serbian C/P and mentors have
extended cooperation with BiH and Montenegro for the establishment of the mentoring
system and training of mentors in the two countries. Serbia’s cooperation has been very
smoothly and effectively implemented and highly appreciated by BiH and Montenegro.

5 Evaluation by Five Criteria

Through the evaluation work, the Evaluation Team assessed the pro_]ect’s relevance, effectiveness,
efficiency, impact, and sustainability.

13
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5.1 Relevance

Relevance of the Project is very high.
The Project is consistent with the policies of the Government as well as needs of the beneficiaries,
and with the cooperation policy of the Japanese Government, as stated below.
(1) Serbian Policy
The mentoring service is mentioned in “Action Plan of Strategy for Support SME,
Entrepreneurship and Competitiveness 2011-2015”, as mentoring is one of services aimed
to support SMEs in Serbia. Thus the Project is totally relevant to the national policy.
(2) Needs of the beneficiaries.
The Project completely matches the needs of the direct beneficiaries, NARD and RA/Cs and
RDAs, as they need develop capacity of SMEs, many of whom are in need of developing
their managerial skills.
(3) Japan’s Official Development Assistance (ODA) Policy
Japan’s ODA policy towards Serbia mentions three focal areas; 1) private sector
development, 2) protection of environment and 3) health and medical care and education.
The Project obviously contributes to private sector development through promotion of SMEs.
(4) Japan’s Advantage in Cooperation
Japanese government has a long experience in supporting its SMEs in various aspects
including consultancy services where qualified advisors, as mentors, provide SMEs with
advice in management. Japan has had many cooperation projects in the field of SME
promotion over the worid, including development of consuitancy services for SMEs. Further,
JICA had a cooperation project with Serbia to improve its existing mentoring system in 2008
to 2011. Therefore, Japan has a good advantage in conducting the Project. Another
advantage is that the Project is regional cooperation with the 3 Balkan countries, Serbia, BiH
and Montenegro, involving Serbia’s full utilization of its resources for the region. Japan has
many experiences of this type of multi-country cooperation.

5.2 Effectiveness

The effectiveness of the Project is high.

It is likely that the Project Purpose will be achieved as seen in 3.4. It is confirmed that all four
Outputs of the Project have contributed to attaining achievement of the Project Purpose, as seen
in 3.3.

Apart from Outputs, all the following factors have particularly promoted the achievement of the
Project Purpose or effectiveness of the Project;

¢ The most essential factors of the Project have been successfully realized, i.e. 1) the concept
of mentoring has been clearly defined, 2) mentoring scheme with training and qualification
systems has been established, and 3) mentoring process has been standardized with
development of comprehensive manuals and guidelines.

* Although not mentioned in activities in PDM, Special On the job training Through special
Consultants (SOTC) has been significant, where professional consultants, including
Japanese, provide mentors with OJT, showing how deep the level of advices provided by
specialized consultants is. SOTC has been highly evaluated by the participant mentors.

* Training in Japan has been quite effective, in which 12 Serbian mentors in total have taken
part in 2013, 2014 and 2015, together with BiH and Montenegrin mentors. The training was
well designed and participants acquired new knowledge and skills, which they have utilized
in their activities and shared with other mentors on returning home. Further, their
experiences in Japan were shared to mentors of the other two countries through
presentations in the All Mentor Meeting in September 2015.
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5.3 Efficiency

The efficiency of Project is considered to be high.
Assessment of efficiency is as stated below.
(1) Appropriateness of Inputs S
The JICA Experts have fully dedicated themselves to the Project, transferring
knowledge/skills to C/P and mentors. It is known that even when they are away from Serbia,
BiH or Montenegro, they tried to respond to C/P and mentors’ inquiry as promptly and
sincerely as possible.
The NARD set up the PrOJect Unit for the Project, accelerating the Project operatmn with
efficiency. Also it is noted that Project Manager has taken an initiative in Project
management with a strong leadership.
Mentors of RA/Cs and RDAs, especially experienced mentors, have contributed much to
various activities of the Project.
Promotion of mentoring service, one of Qutput 4 activities, has been successful as seen in
3.3, with appointment of a Serbian PR consulting company whose work has been efficient
and considerably enhanced the recognition of the mentoring service in Serbia. On the other
hand, more promotional activities by the Project before and during the period of the public
call, could have efficiently attracted SMEs to apply for the mentoring service.
Training in Japan, regarded as one of Project Inputs, has been very effective as mentioned in
5.2. _
Facility and office equipment used for the Project have been appropriate in general.
Although installation of an office printer provided by the Japanese side was delayed for an
unavoidable reason, it did not affect the Project activities.
(2) Achievement of Outputs

As mentioned in 3.3, the four Outputs have been mostly achieved through the Project. The
degree of achievement of the Outputs is considered high in proportion to the Project Inputs,
resulting in high efficiency.

5.4 Impact

As mentioned in 3.5, it is difficult at present to estimate the likeliness of achieving Overall Goal,
which may largely depend on sustainability of the Project.
Besides, the following positive impacts of the Project have been observed.

* The Project has brought about cooperation among three countries; Serbia, BiH and
Montenegro, through various activities, including mentor fraining, training in Japan,
implementation workshops, and All Mentor Meeting. All of the activities have accelerated
inter communication and cooperation of the C/P and mentors of the three countries. Even
business matching of SMEs of two countries is taking place as a result of collaboration of
mentors of different countries.

* In relation with the above impact, Serbian C/P and mentors have played very important roles
in development of mentoring system and service in BiH and Montenegro. The system of the
two countries has been developed based on the Serbian system with utilization of manuals
and guidelines originally prepared in Serbia. Serbian mentor trainers have trained mentors of
BiH and Montenegro as one of Project activities. Their trainings have been highly
appreciated and they keep in touch with mentors of the two countries by providing advice
and consultation even after finishing the training.

* USAID has been conducting a project with NARD on Private Sector Development in South
and South West Serbia.This project includes the mentoring service provided by the mentors
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trained in the Project in accordance with the standardized mentoring system developed by
the Project. Thus, the Project has expanded the mentoring service through other donor’s
project and may have produced synergy effects.

No negative impacts have been observed.

5.5 Sustainability

The sustainability of the Project is high.
Whereas technical and financial sustainability is secured to a large extent, policy and institutional
aspect of the sustainability is also basically high though with an uncertain factor.

5.5.1 Policy and Institutional Aspect

As mentioned in 5.1, the Serbian government’s SME support strategy “Strategy for Support SME,
Entrepreneurship and Competitiveness 2011-2015” quotes the mentoring service in its action plan.
It is also expected that the strategy up to 2020, which is already approved, also mention the
mentoring service in its action plan as one of crucial measures to promote SMEs. Since it is not
likely that policy to promote SMEs will be adversely. changed for the foreseeable future,
sustainability of the effects of the Project will be secured.

As for institutional aspect, NARD is quite capable an organization with human resources, to
manage and practice mentoring service with RA/Cs and RDAs. However, it is scheduled that
NARD will be integrated with SIEPA, another government agency to promote investment and
export, very soon. The integration could be an uncertain factor to affect sustainability of the
Project if allocation of staff for mentoring service is decreased.

5.5.2 Technical Aspect

As far as technical aspect is concerned, the current management of NARD is sufficiently capable
to continue to manage mentoring service after the completion of the Project. As for skills and
knowledge of the mentors of RA/Cs and RDAs, they have capacity to keep providing
standardized mentoring service for SMEs by utilizing guidelines developed by the Project. New
mentors will be trained as needed under the established training system.

5.5.3 Financial Aspect

Financial sustainability is considered high as NARD has had stable amount of budget for the
mentoring service based on its regional development strategy for the last few years, from the
government. As long as the government policy on SME promotion maintains, it is expected that
the fund for the mentoring service will be secured. '

6 Conclusion

The Evaluation Team came to the following conclusion through the field 'survey of the Project,
exchange of views and opinions with concemned parties, and discussion among the members of
the Evaluation Team.

6.1  Achievement of the Project Purpose

It is prospected that the Project Purpose will be achieved at the time of completion of the Project,
judging from current status of the indicators to measure level of achievement of Project Purpose
and Outputs
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6.2 Evaluation by Five Criteria

From the viewpoint of five evaluation criteria, “relevance” is very high, whereas “effectiveness”,
“efficiency” and “sustainability” of the Project are high. As for “impact”, positive impacts have
been observed.

7 Recommendations and Lessons Learnt

7.1 Recommendations

1. Continuation for sharing experiences with BiH and Montenegro

Through a series of discussions with a lot of stakeholders in the Project during the terminal
survey, it was recognized that BiH and Montenegro highly appreciated for NARD to support for
training new mentors in BiH and Montenegro. The survey team considers that it is because not
only just Serbian OJT trainers gave helpful advices during the training, but also they are willing
to help newly trained mentors even after the training ended by sending e-mails and giving calls to
share usefu! mentoring tools and information. It is recommended that Serbian OJT trainers will
continue this kind of cooperation even after the Project ends.

2. All Mentor Meeting to be held periodically

Mentors in 3 countries, BiH, Serbia and Montenegro, already collaborate (communicate and
exchange information) each other through e-mail or telephone call. At the same time, mentors
recognized by participating All Mentor Meeting that face-to-face discussion among mentors in
different countries is essential. It is important that All Mentor Meeting is continued even after the
Project ends. Therefore, it is recommended that NARD discusses with Sarajevo Economic Region
Development Agency (SERDA) in BiH and Directorate for Development of Small and Medium-
sized Enterprises (DDSME) in Montenegro for organizing All Mentor Meeting as well as seeking
funding sources for organizing and participating in All Mentor Meeting.

7.2 Lessons Learnt

1. Effects of the establishment of the mentor system and its implementation

JICA Experts and CP prepared guidelines and manuals in the first half of the Project. Then, team
members had modified them based on the experiences of OJT in Serbia in the second half of the
Project. Clearly described guidelines and manuals have been more effectively used by mentors,
thus, the work by various mentors are now more standardized. Standardized work by mentors
made it possible to have positive effects in terms of firm performance. In other words,
standardized work brought the effects that mentors could explain all steps of mentoring service
and effectiveness of mentoring service to clients. Thus, clients deeply understood what kind of
supports mentors could provide and what mentors and clients would do together during the
mentoring period. Deep understanding of the mentoring process and effectiveness let clients
follow mentor’s advices smoothly. It was seen in many mentoring cases that speedy
implementations based on the mentor’s advice led clients to success of business improvement.
This case shows the good lesson for other similar projects that it is possible to enhance even
confidence of counterparts in case guiding materials are clearly described and those materials are
used practically by counterparts during the projects.
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PROJECT DESIGN MATRIX (Serbia)

Annex 1

Ver. 1

Project Title: Project on Establishment and Promotion of Mentoring service for Smali and Medium Enterprises in Western Balkans (Serbia,

Bosnia and Herzegovina, and Montenegro)

Implementing Agencies: NARD
Project duration: 3 years
Project Sites: Serbia

Target Group: NARD, DDSME, SERDA, RA/C, RDA, BC and SMEs

Narrative Summary

Objectively Verifiable Indicators

Means of Verification

Important Assumption

<Qverall Goal>
The mentoring service for small and medium enterprises
(SMEs) is maintained and expanded in Western Balkan

1.

Mentoring sefvices are continuously available in the once
targeted area.

1. Mentoring records
2. Mentoring records

region (Serbia, Bosnia and Herzegovina (BiH), and 2. Number of SMEs receiving the mentoring services has increased | 3. Evaluation records by
Montenegro), and SMEs in the region continue to survive by 100% in each country compared to 2013 achievement. SMEs, NARD's annual
and expand. 3. More than 75 % of SMEs which received the mentoring external and independent
services evaluate that their business has been improved through | evaluation
the services.
4.
<Project Purpose> 1. Qualified mentors
With the establishment of the mentor system and ifs 1. Compared to the starting year of the Project, more than 75% of | 1. Questionnaire to mentors, | continue to work as
implementation, target SME support organizations the mentors improved mentoring ability by implementing mentor - [ mentor’s performance mentors.
improve their SME support capacities. system. evaluation system
2. Japanese experts evaluate that the target SME support 2. Questionnaire to Japanese | 2. The relationship
organizations are capable of modifying the mentoring system experts between the Ministry
strategy/plan, mentoring implementation guideline, training of Economy and
curriculum and evaluation method for mentors by organizations NARD is stable and
themselves. the position of
regional agencies and
regional centers
within the institutional
infrastructure is
stable,
<Output>
1. According to the situation of SMEs in Serbia, mentor 1.1 Improved mentoring system strategy/plan, mentoring 1.Documents produced by 1.Govemment policy

system is improved.

implementation guideline, training curriculum and evaluation
method for mentors are developed.

1.2 Revised version of qualification system for mentor is developed.

Implementation bodies

2.1 Training and qualification

on supporting SMEs
by mentoring
continues.

1 SME support organizations here means the organizations which provid

™
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2. Mentors who provide solutions for SMEs and mentor
trainers are produced in Serbia.

3. The mentoring service is practiced in Serbia.

4. Information and knowledge for strengthening mentor
service is accumulated and shared among mentors,
implementation bodies and SMEs.

2.1 More than 50persons are newly trained to acquire the ability of
conducting mentoring services.
2.2 More than 10 are newly trained to be mentor trainers.
2.3 More than 80% of mentor frainers, who are newly assigned from
Jan. 2015, are evaluated by the managementitrainees that their
ability is high enough to train mentors.

3.1 More than 550 SMEs received the mentoring services, from the
start of the project. :

4.1 Meetings for sharing expetience among the 3 countries are
conducted at least once a year.

4.2 More than 80 % of mentored cases are stored in the data base.

4.3 Stored mentored cases accessed by mentors and authorized

personnel of implementing bodies on the regular basis.

4.4 Good practices of mentoring cases are introduced to SMEs

through publications, seminars, lectures and media.

records, guestionnaire to
Japanese experts

2.2 Training and qualification
records

2.3 Evaluation records by the
managementfrainees

3.1 Mentoring records,
NARD's annual reports,
Extemal Evaluator’s reports

4.1 Meeting records

4.2 Viewing data base

4.3 Counter of the accessing
within the application

4.4 List of publications,
seminars,lectures and media
appearances

2.Policy on supporting
SMEs by mentoring at
target SME support
organizations
continues.

3.Budget to keep
mentors is available at
target SME support
organizations

<Activities>

1-1 To organize a support team for BiH and Montenegro
(NARD, Mentor trainers, JICA, etc.)

1-2 To conduct studies of SMEs and SME support

institutions on their situation and capacity (including other

donor support programs) in Serbia

1-3 To identify and analyze the problems and to study the

good practices of Serbla’s current mentor system

1-4 To sort out the related activities of SME mentoring in

Serbia, such as support from EU and other organizations,

and tools for SME development

1-5 To organize seminar/workshop for designing mentor

system for BiH and Montenegro

1-6 To assist the development and the revision of the

strategy/plan for mentor service, implementation guideline

for mentoring, and the training curriculum for the mentors in

Bosnia and Herzegovina, Montenegro

1-7 To revise Serbia's strategy/plan for the mentor system

in Serbia

1-8 To revise the implementation guideline for the

mentoring in Serbia

1-9 To revise the training cumriculum and textbooks for

training mentors in Serbia, and to develop the textbooks for

the new mentoring area

<Input>

(1) Japanese Side
Dispatch of Experts

Travel expenses and allowance for Counterpart Training in Japan and other countries

Travel expenses and allowance for Japanese experis

Cost for organizing class room training, on-the job training, and seminar/workshop(s})

°
®
°
® Necessary Equipment and material
)
@ Cost for local consultants

)

Cost of expenses of mentor frainers (RA/C and RDA) in BiH and Montenegro

(2) West Balkans Side (Serbia)

Services of counterpart personnel and administrative personnel and their cost
Suitable office space with fumiture and utility cost for Japanese experts

Training venue of class room training for mentors

Travel expenses and allowance for C/P personne] for travel within country

°
°
°
® Available data (including maps and photographs) and information related to the Project
°
°

Cost of mentoring services and trainings by mentor trainers within the country

<Pre-condition>

1. Candidates for
mentors are
clarified

2. Time and budget
forthe
candidates to
take trains and
provide
mentoring
services are
secured.
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1-10 To develop revised qualification system for mentors ir
Serbia

2-1 To conduct the lectures for training mentors in Serbia
2-2 To conduct OJT of mentoring through practicing the
mentoring services in Serbia

2-3 To select the candidate of mentor trainers from the
trained mentors in Serbia

2-4 To conduct the trainings for mentor trainers in Serbia
2-5 To cooperate conducting lectures for Montenegro and
BiH

3-1 To select the SMEs which receives OJT of mentoring in
Serbia

3-2 To practice the mentoring service based on output 1
3-3 To conduct evaluation of mentoring services from
companies which received the service

4-1 To share the experience and evaluation of Mentoring
services of each country

4-2 To establish the database of mentoring services in
Serbia

4-3 To facilitate mentors and mentor trainers to utilize the
database

4-4 To collect good practices of mentering services in
Serbia, BiH and Montenegro

4-5 To share the good practices of mentoring services to
the public
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MINUTES OF MEETING
BETWEEN
THE TERMINAL EVALUATION TEAM OF
JAPAN INTERNATIONAL COOPERATION AGENCY
AND
AUTHORITIES CONCERNED OF THE GOYERNMENT OF
BOSNIA AND HERZEGOVINA
ON
JAPANESE TECHNICAL COOPERATION FOR
THE PROJECT ON ESTABLISHMENT AND PROMOTION OF MENTORING
SERVICE FOR SMALL AND MEDIUM ENTERPRISES IN THE WESTERN BALKANS
(SERBIA, BOSNIA AND HERZEGOVINA, AND MONTENEGRO)

The Japanese Terminal Evaluation Team (hereinafter referred to as “the Team”), organized
by the Japan International Cooperation Agency (hereinafter referred to as “JICA”) and the
concerned authorities of the Government of Bosnia and Herzegovina (hereinafter refetred to as
“the government”) had a series of discussions on the Japanese technical cooperation project for
“The Project on Establishment and Promotion of Mentoring Service for Small and Medium
Enterprises in the Western Balkans” (hereinafter referred to as “the Project”) for the terminal
evaluation of the Project which is scheduled to end in May 2016.

During the meetings, the Team and the government exchanged views and jointly evaluated
the progress and achievements of the Project.

As the result of the discussions, the Team and the government agreed to the matters referred
to in the document attached hereto.

Sarajevo, November 13, 2015

\ r
L Z(

Mr. Gaku Funabashi Mr. Dragan Milovic
Leader Assistant Minister
Terminal Evaluation Team Ministry of Foreign Trade and
Japan International Cooperation Economic Relations,
Agency Bosnia and Herzegovina
Japan

(Witness by)

Mr, Sevkija Okeric

Director

Sarajevo Economic Region

Development Agency

Bosnia and Herzegovina
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(Attached Document)

JOINT TERMINAL EVALUATION REPORT
ON
TECHNICAL COOPERATION PROJECT
ON ESTABLISHMENT AND PROMOTION
OF MENTORING SERVICE FOR SMALL AND MEDIUM

ENTERPRISES IN THE WESTERN BALKANS (SERBIA, BOSNIA
AND HERZEGOVINA, AND MONTENEGRO)

Sarajevo, 13 November, 2015
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Abbreviations

BiH Bosnia and Herzegovina

C/P Counterpart Personnel

DDSME  Directorate for Development of Small and Medium-sized Enterprises
EU European Union

FBiH Federation of Bosnia and Herzegovina

FTCBH The Foreign Trade Chamber of Bosnia and Herzegovina
JCC Joint Coordinating Committee

JICA Japan International Cooperation Agency

MODEC  Ministry of Development Entrepreneurship and Crafts
MOFTER Ministry of Foreign Trade and Economic Relations
NARD National Agency for Regional Development

ODA Official Development Assistance

OIJT On the Job Training

PCM Project Cycle Management

PDM Project Design Matrix

PO Plan of Operation

R/D Record of Discussions

RDA Regional Development Agency

RS Republic of Srpska

SERDA  Sarajevo Economic Region Development Agency
SME Small and Medium Enterprise

SOTC Special On the job training Through special Consultants



1 Overview of the Terminal Evaluation

i.l Summary of the Terminal Evaluation

To review actual inputs, activities and the implementation process, and compare the project
purpose and output achievement levels against the latest Project Design Matrix (PDM) and the
Plan of Operations (P/O). Through sharing terminal evaluation findings, and discussion with the
Joint Coordinating Committee (JCC), a consensus on a direction for the remaining period of the

project should be achieved.
‘1.2 The Schedule of the Mission
1.3 Members

Japanese Side

Name Designation

Title and Affiliation

Mr, Gaku Funabashi Leader

Japan International Cooperation Agency.
Industrial Development and Public
Policy Department , Senior Advisor

Ms. Hitomi Oka Cooperation Japan International Cooperation Agency
Planning Industrial Development and Public
Policy Department, Private Sector
Development Group
Mr. Jun Hirashima Project Formulation | Japan International Cooperation Agency
Advisor Balkan Office
Mr. Izumi Sakaya Evaluation Analysis | Prastha Lid, Inc

Bosnia and Herzegovina (BiH) Side

Name Designation Title and Affiliation
Mr. Dragan Milovic Assistant Minister Ministry of Foreign Trade and
Ecomomic Relations
Ms. Edita Peric Adovisor for Ministry of Foreign Trade and
economic Ecomomic Relations, Sector for
development Economic development and
Entrepreneurship
Mr. Sevkija Okeric Director Sarajevo Economic Region
Development Agency
Ms. Sanela Dzevlan Senior Program Sarajevo Economic Region
Manager Development Agency
Mr. Asmir Kosovac Program Manager Sarajevo Economic Region
' Development Agency

1.4 Persons Interviewed

The following people were interviewed during the mission.

- Representatives from counterpart agencies




- Project Counterpart Personnel (C/P)
- Project Experts
- Representatives from Japan International Cooperation Agency (JICA) office

1.5 Methodology of Evaluation

1.5.1 Evaluation Procedure

The Evaluation Team, while studying on various documents, conducted surveys by
questionnaires and interviews with C/P and the Japanese Experts as well as those persons
involved in the Project. The Evaluation Team also made a visit to the project sites. The
Evaluation Team analyzed and evaluated the Project from the viewpoints of evaluation criteria
according to the method of Project Cycle Management (PCM). The evaluation results by the
Evaluation Team were examined and discussed with Joint Evaluation Committee Members and
other concerned parties. After appropriate revision, the results were concluded as the evaluation
report,

1.5.2 Items of Analysis

(1) Achievement of the Project

Achievement of the Project was measured in terms of Inputs, Outputs, Project Purpose and
Overall Goal in comparison with the Objectively Verifiable Indicators of the revised PDM as
well as the plan delineated in the Record of Discussions (R/D).

(2) Implementation Process

Implementation process of the Project was also reviewed from the various viewpoints, such as
technical transfer, communications among stakeholders, and monitoring process, to see if the
Project has been managed properly as well as to identify obstacles and/or facilitating factors that
have affected the implementation process.

(3) Evaluation based on the Five Evaluation Criteria
The Evaluation Team also assessed the Project from the viewpoint of following five evaluation
criteria. :

1) Relevance: _
The extent to which the Project Purpose and Overall Goal are consistent with the government
development policy of the country as well as the development assistant policy of Japan, and
needs of beneficiaries.

2) Effectiveness:
The extent to which the Project has achieved its purpose, clarifying the relationship between
the Project Purpose and Outputs.

3) Efficiency: ‘

The extent to how economically resources/inputs (funds, expertise, time, etc.) are converted
to results/output with particular focus on the relationship between inputs and outputs in terms
of timing, quantity and quality.

4) Impact:

Project effect on the surrounding environment in terms of technical, socio-economic, cultural,
institutional and environmental factors. Project impacts are to be viewed from cross-cutting
aspects according to positive or negative effects. ’




5) Sustainability '

Sustainability of the Prolect is assessed from the standpoint of orgamzatlona] financial and
technical aspects, by examining the extent to what the achievements of the Project will be
sustained or expanded after the assistance is completed.

2 Outline of the Project
2.1 Background of the Project

In Western Balkan regions,  important economic issues such as regional development
development of market economy, and reduction of unemployment largely depend. on
development of small and medium enterprises (SMEs) which have considerable part of the
economy and of the total employment. However, SMEs in the region have problems such as
access to finance, complicated and slow government services, grey economy and their own
management and technical capacities. Governments are trying to align their policies and
institution for these issues, but for conducting those policies, they still have challenges since
SME:s support organizations do not have enough capacity in terms of budget, human resources,
supporting menus, and knowledge and skills.

In order to tackle this problem, National Agency for Reglonal Development (NARD) in Serbia
and JICA had jointly implemented the Project on Institutionalization of Mentoring in 2008-2011.
Mentoring is to provide company diagnosis and advisory services to SMEs, for SMEs to acquire
the entrepreneurial skills and knowledge.

From the successful result of the above project, Government of Serbia requested Government of
Japan for further cooperation in this field to promote and strengthen the mentoring system.
Referring to Serbia’s project, the Council of Ministers of BiH and Government of Montenegro
also requested the cooperation to establish the mentoring service to tackle the issue -of
strengthening SMEs. Serbia showed the intention to support BiH and Montenegro for its
establishment using their experience, knowledge, and human resources gained from the previous
project, as well as to strengthen their own system.

In response to the requests from Serbia, BiH and Montenegro, the Detailed Planning Survey
Team organized by JICA visited three countries in September and November 2012 and had a
series of discussions with authorities concerned on the implementation of the Project. Each party
agreed upon the details of the Project.

2.2 Summary of the Project

Overall Goal:

The mentoring service for SMEs is maintained and expanded in Western Balkan region (Serbia,
BiH, and Montenegro), and SMEs in the region continue to survive and expand.

Project Purpose:

With the establishment of the mentor system and its implementation, target SME support
organizations improve their SME support capacities.

Project Outputs:

1) According to the needs and situation of SME in BiH, mentor system is developed and
improved.

2) Mentors who provide solutions for SMEs and mentor trainers are produced in BiH.

3) The mentoring service is practiced in BiH.

4) Information and knowledge for strengthening mentormg service is accumulated and shared
among mentors, implementation bodies and SMEs.
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3 Results and Achievements of the Project

Details of the results and achievement of the Project are described in this section.

The assessment of PDM indicators in this chapter is based on the revised version of PDM (as
attached in Annex 1). Although this revised PDM is technically still unofficial, both BiH and
Japanese sides have agreed on modification from its original version and the Project is bemg
implemented in accordance with the revised version.

3.1 Inputs

The inputs from both the Japanese and BiH sides, since its inception in April 2013 till present,
have been executed mostly as planned.

3.1.1 Inputs from the Japanese Side

(1) Dispatch of JICA Experts

A total of 7 experts in 9 fields of activities have been assigned since the inception of the Project
for a total of around 75 months as of the completion of the Project in March 2016, as shown in
Annex 3. The figure includes all assignments in Serbia, Bosnia and Herzegovina, and
Montenegro.

2) Local Consultants
Several numbers of local consultants have been appointed by the Project to support JICA Experts,
including a consultant for promotion and a consultant for database development.

3 Provision of Equipment
Three printers have been provided for the project activities (One in BiH)

“) Costs for Project implementation
The various costs for implementation of the Project have been paid by the Japanese side,
including costs involved in several types of trainings and seminars and workshops.

3) Training in Japan .
A total number of 16 trainees have participated in training in Japan (6 in 2013, 5in 2014 and 5 in
2015) from BiH.

3.1.2 Inputs from the BiH Side

(D Appointment of C/P

As Project Director, Mr. Dragan Milovic, Assistant Minister of Ministry of Foreign Trade and
Economic Relations (MOFTER); as Vice Project Director, Mr. Sevkija Okeric, Director of
Sarajevo Economic Region Development Agency (SERDA); and as Project Manager, Ms. Sanela
Dzevian, Senior Program Manager of SERDA, have been assigned to manage the Project
operation by the BiH side. A number of staff of MOFTER, SERDA and The Foreign Trade
Chamber of Bosnia and Herzegovina (FTCBH) have participated in the Project as mentors and/or
administrative staff.

) Offices and facilities
Office space and furniture with utility costs for the JICA Experts, as well as training venue for
mentors, have been provided by the BiH side (SERDA).

(3) Other costs for Project activities



Travel expenses for C/P and allowance within the country, and cost for mentoring service and
training by BiH mentor trainers within the country have been paid by the BiH side (SERDA).

3.2 Activities Implemented

The Evaluation Team confirmed that the Pro_|ect has completed or is in a process of completmg
all the activities stated in PDM (Annex 1) in accordance with the schedule stated in PO (Annex 2),
except for Activity 4-3 “To facilitate mentors and mentor trainers to utilize the database”. This is
because the development of the database has been cancelled due to a current situation where the
number of data of mentoring service is still small.

3.3 Achievement of Qutputs

The Evaluation Team confirmed that the Project has fulfilled the following outputs along with the
plan stated in the PDM The degrees of fulfiliment are shown under each output.

3.3.1 Achlevement of Output 1
Qutput 1: According to the needs and the situation of SMEs in BiH. mentor system is lmproved

Indicators

1-1. Mentor system strategy/plan, mentoring implementation guideline, training cumculum and
evaluation method for mentors are developed and rev1sed

(Indicator 1-1)

The indicator has been achieved.

An implementation manual where strategy is described to provide mentoring service have been
approved both by SERDA and JICA. Three types of guidelines have been developed based on the
Serbian guidelines; “Mentor Guideline for Overall Understanding”, “Mentor Guideline for Start-
Ups” and “Mentor Guideline for Mature SMEs”. Training system has been clearly established as
stated in “Impiementation Manual” where training curriculum were reconstructed based on the
standardized mentoring service. Evaluation system of mentors has been developed with clear
criteria comprising a diagnosis report, action plans, a completion report and opmlons from client
SMEs.

As shown above, all components of Indicator 1 have been fulfilled and Output 1 has been fully
achieved.

3.3.2 Achievement of Output 2
Qutput 2: Mentors who provide so] utions for SMEs and mentor trainers are roduced in BiH.

Indicators
2-1. More than 12 persons are newly trained to acquire the ability of conductmg mentoring
: services.
2-2. More than 10 are newly trained to be mentor trainers.
2-3. More than 80% of mentor trainers, who are newly assigned from Jan. 2015, are evaluated
by the management/trainees that their ability is high enough to train mentors

(Indicator 2-1)

The indicator has been achieved. _

So far, 15 mentors have been trained, 11 from SERDA and 4 from FTCBH. Two trainees are on
leave at present and their training will restart on their return.

Lo



(Indicator 2-2)

The indicator has been achieved.

15 mentor trainers have been trained, which covers all the 10 subjects of class room training, It
should be noted that all mentor trainers are trainers for classroom training, Fostering trainers for
On the Job Training (OIT) training will be the issue for BiH after the completion of the Project.

(Indicator 2-3) -

The indicator has been achieved.

All mentor trainers have been evaluate as capable by the Project management (JICA experts and
SERDA) and also all the mentor trainers have been evaluated capable according to the survey on
mentor trainees.

Overall, the indicators show that Qutput 2 has been fully achieved.

3.3.3 Achievement of Output 3
Output 3: The mentoring service is practiced in BiH.

- Indicators

3-1. More than 30 SMEs received the mentor services.

(Indicator 3-1)

The indicator has been mostly achieved already.

12 SMEs received mentoring service and 17 SME are receiving the services from mentors of
SERDA and FTCBH, totaling 29. It is noted that some SMEs outside the area covered by
SERDA have applied for the mentoring service interested in the public call, but rejected as not
qualified because of their geographical location. Further, it is scheduled that from November
2015 new 20 SMEs will be selected for mentoring service under the project “Support to the
Development of the Fast Growing SMEs” supported by European Union (EU).

The above indicator shows that Output 3 will be achieved.

3.3.4 Achievement of Qutput 4 :
Qutput 4; Information and knowledge for strengthening mentor service is accumulated and shared

among mentors. implementation bodies and SMEs.

Indicators

4-1. Meetings for sharmg experience among the 3 countries are conducted at least once a year.

4-2. All Mentor Meeting is being held every year.

4-3. Stored mentored cases accessed by mentors and authorized personnel of implementing
bodies.

4-4. Good practices of mentoring cases are introduced to SMEs through publications,
seminars or lectures and media.

(Indicator 4-1) '

The indicator has been mostly achieved.

All mentors meeting was held as mentioned in Indicator 4-2 below, for sharmg experiences and
discussions for improvement of the services. Besides, Implementation Workshops have been
organized 6 times so far where C/Ps of the three countries have attended and constructed mutual



relationship. The Project also provided the training in Japan, where mentors from the three
countries took part in the same program in 2013, 2014 and 2015.

(Indicator 4-2)

The indicator has been achieved.

All Mentor Meeting was organized for the first time in Belgrade, Serbia in September 2015, with
9 attendants from BiH, 15 from Montenegro and around 55 from Serbia. However, it is not -
known the meeting will be continually held every year after the completion of the Project.

(Indicator 4-3) -

The indicator has been baszcal]y achieved. '
SERDA has been storing and maintaining all good mentoring cases in the past and all the mentors
have access to the information.

(Indicator 4-4)

The indicator has been achieved.

The Project has appointed a local consultant especially for the strategic promotion of the
mentoring service for SMEs, including introduction. of good practices of mentoring. The
promotion has been implemented through business related web sites, social media and utilization
of SME database held by SERDA. As a result, it is confirmed that an increasing number of SMEs
have now recognized the mentoring service. .

The above four indicators show that Output 4 has been mostly achieved, even though
development of the database on a network basis could be an issue for the future.

3.4 Achievement of Project Purpose

Project Purpose:: o ‘
With the establishment of the mentor system and its implementation, target SME support

organizations improve their SME support capacities.

Indicators -

1. Compared to the starting year of the Project, more than 80% of the mentors improved
mentoring ability by implementing mentor system.

2. JICA experts evaluate that the target SME support organizations are capable of modifying

 the mentoring system strategy/plan, mentoring implementation guideline, training

curriculum and evaluation method for mentors by organizations themselves.

(Indlcator 1)

It is judged that the mdxcator has been achxeved from the fol]owmg factors. »

1) The surveys on mentor trainees were conducted every time the training was finished and
almost all trainees answered that they were confident that their skill had improved after the
training.

2) JICA Experts observed through the OJT that the mentors were aware of improvement in their
skills.

3) During the evaluation, the Japanese Evaluation Team had a series of interviews with mentors
and most of them expressed that their capability had been increasing as they had experienced
more and more cases of mentoring service.

(Indicator 2)
It is judged that the indicator has been mostly achieved.

A
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The JICA Experts evaluates that SERDA is now capable of medifying the mentoring system
strategy/plan, mentoring implementation guideline, training curriculum and evaluation method
for mentors by organizations themselves, based on the following facts. The Project (JICA Experts
and BiH C/P) has developed the Implementation Manual where 1) institutional framework to
provide mentoring service, certification system, and training system are clearly mentioned and 2)
a basic concept of mentoring is defined which should be standards for the future renewal and
development of plan/strategy, etc. Based on the Manual, with trained human resources of its own,
SERDA is capable to modify the mentoring system.

As seen above, the two indicators, though they are not necessarily “objectively verifiable”, show
a high degree of fulfillment. Apart from them, it is observed that most of SMEs who have
received the mentoring service have improved their operation. For example, a company which
has two businesses optimized the placement of human resources through the result of the
comparison of labor costs in two businesses. Also, considering that all four Outputs have been
achieved to a large extent, the Evaluation Team judges that the Project Purpose is llkely to be
achieved at the completion of the Project period.

3.5 Achievement of Overall Goal

Overall Goal: i
The mentoring service for small and medium enterprises (SMEs) is maintained and expanded in

Bosnia and Herzegovina (BiH), and SMEs in the region continue to survive and expand.

Indicator

1. Mentoring services are continuously available in the once targeted area and beyond the
‘targeted area.

2. Number of SMEs receiving the mentoring services has increased by 200% in BiH
compared to 2015 achievement.

3. More than 80 % of SMEs which received the mentoring services evaluate that their
business has been improved through the services.

(Indicator 1)

The indicator may be achieved in the future.

The “once targeted area” refers to the area covered by SERDA. As SERDA is financially a self-
reliant organization without support by the Government, its financial sources for the mentoring
service seem to be unstable. However, the Evaluation Team has had information that SERDA has
acquired a fund of 61,000 euro for the mentoring service for new clients. If the effects of the
services will be widely known to parties involved in SME promotion, it may not be difficult for
SERDA to find a financial source. As for mentoring service for “beyond the targeted area”, which
refers to outside the area covered by SERDA or nationwide, it is possible to expand mentoring
service since related organizations, MOFTER, SME Agencies in Republic of Srpska (RS),
Ministry of Development Entrepreneurship and Crafts (MODEC) in Federation of Bosnia and
Herzegovina (FBiH), and Regional Development Agencies (RDAs), understood importance and
usefulness of mentoring service and have started discussion on introducing the services
nationwide.

(Indicator 2)
If “2015 achievement” is 29 as seen in Qutput 3 Indicator 3.1, then the target number will be 87.
It sounds possible that in the near future the number of services will be achieved, although there



are some concerns remained, such as financial situation of SERDA and geographlcal coverage of
the servrces at the time.

(Indlcator 3) '

According to the survey on SMEs who received the mentoring service in 2014, 11 out of 12
SMEs, or 92%, answered that their business had improved. This means that the Indicator 3 has
already achieved in the very first year of the service with supports from JICA Experts. In 2015,
mentors who finished OJT training from JICA Experts and Serbian OJT trainers already received
good reputations from their clients even before the mentoring service ends. Therefore the
indicator for Overall Goal may be achieved in the future.

As far as current status of the above indicators are examined, it is quite difficult to estimate
likeliness of achievement of Overall Goal after 3 to. 5 years of the completion of the Project
because BiH has administratively and politically complex conditions, However, MOFTER, SME
Agencres in RS, MODEC in FBiH, and RDAs showed their will to introduce the mentormg
service . Therefore, there is a good prospect of achievement of Overall Goal.

4 Implementation Process

The Evaluation Team confirmed that the implementation process of the Project has been
generally appropriate. The major points observed by the Evaluation Team are as follows;

(1) Communications between JICA Experts and C/P of the BiH side have been adequate and
frequent without any problems, sharing mformat10n on the progress of the activities real
time.

(2) A Project Manager is highly motivated and solely handles the management of the Project.
However, it is desired that one or two more persons join the management of the Project to
ensure stability and security of the management.

(3) It is desired that the state government function as coordinator more actively for smooth
implementation and future expansion of the Project.

(4) Monitoring of the Project has been carried out both internally by the Project and externally
by the JCC. The progress reports have been submitted by the Project periodically without
delay. The JCC meetings have been held three times so far in 2013, 2014 and 2015 and
functioned properly.

S Evaluation by Five Criteria

Through the evaluation work, the Evaluation Team assessed the project’s relevance, effectrveness,
efficiency, impact, and sustainability.

5.1 Relevance

Relevance of the Project is very high.
The Project is consistent with the policies of the Government as well as needs of the beneﬁcrarles,
and with the cooperation policy of the Japanese Government, as stated below.
(1) BiH Policy
Because of complexity of political and administrative situation, BiH does not have SME
policy or strategy at the state level at present. However, the governments of the all levels
recognize importance of SME promotion, because the most of the private enterprises of the
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country are classified as SMEs and they have huge influences on economic development,
regional development and employment creation. Hence promotion of SMEs through
providing mentoring service is very much consistent with policy of BiH.

(2) Needs of the beneficiaries :
The Project completely matches the needs of the direct beneficiaries, SERDA, FTCBH and
MOFTER, as they need develop capacity of SMEs, many of whom are in need of
developing their managerial skills,

(3) Japan’s Official Development Assistance (ODA) Policy
Japan's ODA policy towards BiH mentions that principal policy is to support social
stabilization and economic development of the country and private sector development is
one of the focal areas, to which the Project obviously contributes through promotion of
SMEs.

(4) Japan’s Advantage in Cooperation
Japanese government has a long experience -in supporting its SMEs in various aspects
including consultancy services where qualified advisors, as mentors, provide SMEs with
advice in management. Japan has had many cooperation projects in the field of SME
promotion over the world, including development of consultancy services for SMEs.
Therefore, Japan has a good advantage in conducting the Project.

5.2 Effectiveness

The effectiveness of the Project is high.

It is likely that the Project Purpose will be achieved as seen in 3.4. It is confirmed that all four
Outputs of the Project have contributed to attaining achievement of the Project Purpose, as seen
in3.3.

Apart from Outputs, all the following factors have particularly promoted the achievement of the
Project Purpose or effectiveness of the Project;

* The most essential factors of the Project have been successfully realized, i.e. 1) the concept
of mentoring has been clearly defined, 2) mentoring scheme with training and qualification
systems has been established, and  3) mentoring process has been standardized with
development of comprehenswe manuals and guidelines.

= Although not mentioned in activities in PDM, Special On the job training Through special
Consultants (SOTC) has been significant, where professional consultants, including
Japanese, provide mentors with OJT, showing how deep the level of advices provided by
specialized consultants is. SOTC has been highly evaluated by the participant mentors.

* Training in Japan, in which 16 BiH mentors in total, together with Serbian and Montenegrin
mentors, have taken part in 2013, 2014 and 2015, has been quite effective. The training was
well designed and participants acquired new knowledge and skills, which they have utilized
in their activities and shared with other mentors on returning home. Further, their
experiences in Japan were shared to mentors of other two countries through presentations in
the All Mentor Meeting in September 2015.

5.3 Efficiency

The efficiency of Project is considered to be high.
Assessment of efficiency is as stated below.
(1) Appropriateness of Inputs
The JICA Experts have fully dedicated themselves to the Project, transferring
knowledge/skills to C/P and mentors. It is known that even when they are away from BiH,




Serbia or Montenegro, they tried to respond to C/P and. mentors’ mqmry as promptly and

sincerely as possible.

The allocation of BiH C/P, a Project Manager of SERDA, has been appropnate With

enough capability and motivation, she has taken an initiative in Project operation.

Promotion of mentoring service, one of Output 4 activities, has been successful as seen in

3.3, with appointment of a Serbian consultant whose work has been efficient and

considerably enhanced the recognition of the mentoring service in BiH. In the future it can

be considered to appoint BiH consultants, who understand-local situations well.

Training in Japan, regarded as one of Project Inputs has been very effective as mentioned in
Fac111ty and office equlpment used for the Project have been approprlate with no troubles
observed.

(2) Achievement of Qutputs
As mentioned in 3.3, the four Outputs have been mostly achieved through the Project. The
degree of achievement of the Outputs is con51dered high in proportion to the Project Inputs,
resultmg in high efﬁcnency :

5.4 Impact

As mentioned in 3.5, it is difficult at present to estimate the likeliness of achieving Overall Goal,
which may largely depend on sustainability of the Project.
Besides, the following positive impacts of the Project have been observed. -
-» The Project has brought about cooperation among three countries; BiH, Serbia, Montenegro
through various activities, including mentor training, training in Japan, implementation
workshops, and All Mentor Meeting. All of the activities have accelerated inter
communication and cooperation of the C/P and mentors of the three countries. Even
business matching of SMEs with SMEs of another country is taking place as a result of
collaboration of mentors of different countries.
* As mentioned in 3.3.3, SERDA has recently acquired budget for mentoring service of 20
SMEs from EU. It appears that the successful results of mentoring service by the Project so
- far have led to this new financial source. '
¢ Through the Project, the governments of FBiH and RS and RDAs have shown wiil to
promote SMEs by mentoring service. If realized, this could be a huge impact in the future.

No negative impacts have been observed.

5.5 Sustainability

The sustainability of the Project is moderate in total.

While technical sustainability is secured to a large extent, policy and institutional aspect of the
sustainability is unclear. Financial sustainability is also not sufficiently secured, even though there
are some good prospects.

5.5.1 Policy and Institutional Aspect

For the state government and the two entity governments, promotion of SMEs is one of the most
important issues for development, as mentioned in 5.1. Although it is still unsure if SME
promotion policy and strategies are formulated by the state government in the near future, SME
promotion measures including mentoring service will be surely encouraged by the government.
On the other hand, BiH’s institutional framework of expanding mentoring service nationwide is
not clear without definite plans announced. Therefore sustainability of the effects of the Project is
considered insecure. However, relevant organizations have started discussions for seeking
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possibility to make partnership. As for SERDA, as well as FTCBH, its organizational capacity
seems solid to continue providing the mentoring service to SMEs in its area if financial source is
secured.

5.5.2 Technical Aspect

As far as technical aspect is concerned, the current management of SERDA is sufficiently capable
to continue mentoring service after the completion of the Project. However, as pointed out in
Chapter 4 Implementation Process, strengthening its management capacity is desired. As for
skills and knowledge of mentors, their capacity is good and they will be able to keep providing
mentoring service by utilizing guidelines developed by the Project, though further experiences
may be still needed for better services.

5.5.3 - Financial Aspect

Financial sustainability is not very high at the moment, but with good prospects. SERDA, which
has not received financial support from any level of the government for mentoring service during
the Project, continues to request financial support from governments and donors. However, as
mentioned earlier, recently EU’s support of around EUR 61,000 has been confirmed for
mentoring service for 20 SMEs, since the explanation by using clearly described guidelines and
manuals made in the Project was convincing. Taking into account of positive feedback and recent
progress (for example, direction of new government including adaption of new agenda for
economic reform and a positive perception by EU toward the changes), the possibility to receive
more support for mentoring service from all levels of the government.

6 Conclusion

The Evaluation Team came to the following conclusion through the field survey of the Project,
exchange of views and opinions with concerned parties, and discussion among the members of
the Evaluation Team.

6.1  Achievement of the Project Purpose

It is prospected that the Project Purpose will be achieved at the time of completion of the Project,
judging from current status of the indicators to measure level of achievement of Project Purpose
and Outputs

6.2  Evaluation by Five Criteria

From the viewpoint of five evaluation criteria, “relevance”, “effectiveness” and “efficiency” of
the Project are high whereas “sustainability” is moderate. As for “impact”, a couple of positive
impacts have been observed.

7 Recommendations and Lessons Learnt

7.1 Recommendations

MOFTER:

1. Coordination among local authorities

Any policy makers would like to include effective programs in their policies. On the contrary,
there are not many programs, which are considered effective with sufficient data. It was the same
for mentoring service. Similar programs in mentoring service existed in BiH even before the
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JICA Project started in 2013. However, there was not sufficient information whether mentoring

service works well.on actual development of SMEs in BiH.

Current prOJect proved that trained mentors in Sarajevo region can contribute to the development

of SMEs in terms of changing mindset of business owners as well as improving actual business

performances such as revenue and profit. It is the time to disseminate the positive results of the

Project so that mentoring service can be considered as one of po]1c1es for SME development in all

over BiH.

Under the current situation of BiH, it is understood that policies by entity level as well as canton

and municipality levels take an important role in developing SMEs. Policy makers in these levels -
of local administration should be informed the importance and effectiveness of mentoring service.

Therefore, it is recommended that MOFTER coordinates and organizes seminars with JICA

expert team inviting influential officials of SME policy in each entity, canton and municipality

with the purpose of disseminating mentoring service information at least once before the end of
the Project. It is also expected that MOFTER continuously takes a role in c001dmatmg dxscussmn

on mentormg service among local authorities even after the Pro_|ect ends.

SERDA: -

1. System for changing clients

As the number of clients increases year by year, mentors might have to work with clients who are
not willing to do necessary activities advised by mentors. Since the number of companies which
can receive mentoring service is limited, it is necessary to have flexibility in delivering mentoring
service in terms of canceling mentoring services or changing clients even after the service to a
certain company started. Therefore, it is recommended that mentors and JICA Experts work on
establishing system for changing clients so that mentors’ resources are allocated effectively.

2. Follow-up of mentoring service as organization

Many owners of SMEs contact and ask for advices to mentors even after the services of certain
hours set. It is good that SMEs ask for additional support to mentors, because SMEs consider that
mentors are reliable and mentors advices are useful. At the same time, the time that each mentor
has is limited. The more mentor provides good mentoring services with increasing number of
SMEs, the higher the possibility that the mentor ends up with much work not only for current
clients but also for the previous clients. Therefore, it is recommended that SERDA and JICA

-Experts consider how to avoid such a situation. Systematized follow-up support as an

organization is needed to be established. Furthermore, it is recommended to make a plan of
increasing the number of mentors based on the analysis of the number of SMEs in need of the
mentoring service in Sarajevo region so that SERDA can convince entity, cities and
municipalities the necessity of allocating resources needed for mentoring service.

3. Discussion on cases among mentors

During the training program through the Project, mentors could expect direct advice from JICA
Experts or Serbian OJT trainers how to improve their services to SMEs. After the Project ends,
mentors cannot get such advice directly. Fortunately, each mentor accumulates experiences
through implementing mentoring services. Sharing cases of clients and discussing what can/could
be the good advice before and after visiting SMEs among mentors, helps mentors improving their
capability for mentoring without JICA Experts or Serbian OJT trainers up to a certain point.
Therefore, it is recommended that mentors in SERDA (also sometimes with FTCBH) have
periodical discussion on actual cases that each mentor tackled. JICA Experts can support how to
proceed such a discussion, if it is started before the Project ends.

4. Al Mentor Meeting to be held periodically.
Mentors in 3 countries, BiH, Serbla and Montenegro already collaborate (communigate and
16
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exchange information) each other through e-mail or telephone call. At the same time mentors
recognized by participating All Mentor Meeting that face-to-face discussion among mentors in
different countries is essential. It is important that All Mentor Meeting is continued even after the
Project ends. Therefore, it is recommended that SERDA discusses with NARD in Serbia and
Directorate for Development of Small and Medium-sized Enterprises(DDSME) in Montenegro
for organizing All Mentor Meeting as well as seeking funding sources for organizing and
participating in All Mentor Meeting.

7.2 Lessons Learnt

1. Good balance of the establishment of the mentor system and its implementation

JICA Experts and CP prepared guidelines and manuals in the first half of the Project. Then, team
members had modified them based on the experiences of QJT in BiH in the second half of the
Project. Clearly described guidelines and manuals have been more effectively used by mentors,
thus, the work by various mentors are now more standardized. Standardized work by mentors
made it possible to have positive effects in terms of firm performance. Standardized work also
brought the second effect that SERDA could explain necessary steps of mentoring service and
effectiveness of mentoring service to other organizations supporting SMEs. For example, EU
decided to provide fund to SERDA for the implementation of mentoring service since the
explanation by SERDA was convincing. This case shows the good lesson for other similar
projects that it is possible to enhance even confidence of counterparts in case guiding materials
are clearly described and those materials are used practically by counterparts during the projects.

(END)
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PROJECT DESIGN MATRIX (Bosnia and Herzegovina)

Annex I

Ver. 1

Project Title: Project on Establishment and Promotion of Mentoring service for Small and Medium Enterprises in the Western Balkans
(Serbia, Bosnia and Herzegovina, and Montenegro)

Implementing Agencies: Sarajevo Economic Region Development Agency (SERDA)

Project duration: 3 years
Project Sites: Sarajevo Economic Region in BiH
Target Group: SERDA, SMEs in Sarajevo Economic Region

Narrative Summary Obijectively Verifiable Indicators Means of Verification Important Assumption
<QOverall Goal>
The mentoring service for small and medium enterprises 1. Mentoring services are continuously available in the once 1. Mentoring records
(SMEs) is maintained and expanded in Western Balkan targeted area and beyond the targeted area.
region (Serbia, Bosnia and Herzegovina (BiH), and 2.  Number of SMEs receiving the mentoring services has increased | 2. Mentoring records
Montenegro), and SMEs in the region continue to survive by 200% in each country compared to 2015 achievement.
and expand. 3. More than 80% of the SMEs which received the mentoring 3. Evaluation records by
services evaluate that their business has been improved through SMEs
the services.
<Project Purpose>
With the establishment of the mentor system and its 1. More than 80% of the mentors improved mentoring ability by 1. Questionnaire to 1. Quallified mentors
implementation, target SME support organizations' implementing mentor system compared to the starting year of the mentors continue to work as
improve their SME support capacities. Project. mentors.
2. JICA experts evaluate that the target SME support organizations { 2. Questionnaire to 2. The economic
are capable of modifying the mentoring system strategy/plan, Japanese experts situation is not
mentoring implementation guideline, training curriculum and extremely worsen.
evaluation method for mentors by the organizations themselves.
<Qutput>
1. According to the needs and situation of SME in BiH, 1. Mentor system strategy/plan, mentoring implementation 1. Documents producedby | 1. Government
mentor system is developed and improved. guideline, training curriculum and evaiuation method for mentors implementation bodies policy on
are developed and revised. supporting SMEs
by mentoring
2. Mentors who provide solutions for SMEs and mentor 2.1 More than 12 persons are newly trained to acquire the ability of | 2.1 Questionnaire to continues
trainers are produced in BiH. conducting mentoring services Japanese experts 2. Policy on
2.2 More than 10 are newly trained to be mentor trainers. 2.2 Training records supporting SMEs
2.3 More than 80% of mentor trainers are evaluated by the 2.3 Evaluation records by by mentoring at
management/rainees that their ability is high enough to train the management/ target SME
mentors. trainees support

XY,

1 SME support organizations here means the organizations which provide and/or conduct the mentoring services.
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project team and NARD

2-2 To conduct OJT of mentoring through practicing the
mentoring services in BiH

2-3 To select the candidate of mentor trainers from the
trained mentors in BiH

2-4 To conduct the trainings for mentor trainers in BiH

3-1 To select the SMEs which receives OJT of mentoring in
BiH

3-2 To practice the mentoring service based on output 1
3-3 To condugt evaluation of mentoring services from
companies which received the service

%rb‘ﬂﬁ@_ﬁe experience and evaluation of mentoring
selvices of each country ’

4-2 To establish the database of mentoring services in BiH

Annex 1
organizations
3. The mentoring service is practiced in BiH.- 3.1 More than 30 SMEs received the mentor services. 3.1 Mentoring records continues.
3. Budget to keep
4.1 Meetings for sharing experience among 3 countries are 4.1 Meeting records mentors is
conducted at least once a year. . available at target
4. Information and knowiédge for strengthening mentoring | 4.2 All mentors meeting is being held every year. 4.2 Meeting records SME support
service is accumulated and shared among mentors, 4.3 Stored mentored cases can be accessed by mentors and 4.3 Access method organizations
implementation bodies and SMEs. implementation bodies.
4.4 Good practices of mentoring cases are infroduced to SMEs 4.4 List of publications,
through publications, seminars or lectures and media. seminars or lectures and
media appearances
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1-2 To participate in the seminar/workshop organized in ® Travel expenses and allowance for Japanese experts 2. Time and budget
Serhia ® Necessary Equipment and material for the
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2-1 To participate in the lectures for training mentors by the | ®  Cost for mentoring services and trainings by BiH's mentor trainers within the country
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4-3 To facilitate mentors and mentor trainers to utilize the
database

4-4 To collect good practices of mentoring services in
Serbia, BiH and Montenegro

4-5 To share the good practices of mentoring services to
the public
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MINUTES OF MEETING
BETWEEN
THE TERMINAL EVALUATION TEAM OF
JAPAN INTERNATIONAL COOPERATION AGENCY
AND
AUTHORITIES CONCERNED OF THE GOVERNMENT OF
MONTENEGRO
ON
JAPANESE TECHNICAL COOPERATION FOR
THE PROJECT ON ESTABLISHMENT AND PROMOTION OF MENTORING
SERVICE FOR SMALL AND MEDIUM ENTERPRISES IN THE WESTERN BALKANS
(SERBIA, BOSNIA AND HERZEGOVINA, AND MONTENEGRO)

The Japanese Terminal Evaluation Team (hereinafter referred to as “the Team™), organized
by the Japan International Cooperation Agency (hereinafter referred to as “JICA”) and the
concerned authorities of the Government of Montenegro (hereinafter referred to as “the
government”) had a series of discussions on the Japanese technical cooperation project for “The
Project on Establishment and Promotion of Mentoring Service for Small and Medium Enterprises
in the Western Balkans” (hereinafter referred to as “the Project”) for the terminal evaluation of
the Project which is scheduled to end in May 2016.

During the meetings, the Team and the government exchanged views and jointly evaluated
the progress and achievements of the Project.

As the result of the discussions, the Team and the government agreed to the matters referred
to in the document attached hereto.

Podgorica, 17 November, 2015

///9~ D

Mr. Gaku Funabashi Mr. Aleksanda1 Pavncewc\

Leader Director

Terminal Evaluation Team Directorate for Development of Small and
Japan International Cooperation Agency Medium-sized Enterprises

Japan Montenegro
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{Attached Document)

JOINT TERMINAL EVALUATION REPORT
ON
TECHNICAL COOPERATION PROJECT
ON ESTABLISHMENT AND PROMOTION
OF MENTORING SERVICE FOR SMALL AND MEDIUM

ENTERPRISES IN THE WESTERN BALKANS (SERBIA, BOSNIA
AND HERZEGOVINA, AND MONTENEGRO)

Podgorica, 17 November, 2015
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Abbreviations

BiH
C/p
DDSME
EU
ICC
JICA
NARD
ODA
oJT
PCM
PDM
PO
R/D
RDA
SME
SOTC

Bosnia and Herzegovina

Counterpart Personnel

Directorate for Development of Small and Medium-sized Enterprises
European Union

Joint Coordinating Committee

Japan International Cooperation Agency

National Agency for Regional Development

Official Development Assistance

On the Job Training

Project Cycle Management

Project Design Matrix

Plan of Operation

Record of Discussions

Regional Development Agency

Small and Medium Enterprise

Special On the job training Through special Consultants



1 Overview of the Terminal Evaluation

1.1 Summary of the Terminal Evaluation

To review actual inputs, activities and the implementation process, and compare the project
purpose and output achievement levels against the latest Project Design Matrix (PDM) and the
Plan of Operations (PO). Through sharing terminal evaluation findings, and discussion with the
Joint Coordinating Committee (JCC), a consensus on a direction for the remaining perlod of the
project should be achieved. ,

1.2 The Schedule of the Mission
1.3 Members

Japanese Side _

Name Designation Title and Affiliation

Mr. Gaku Funabashi Leader - .| Japan International Cooperation Agency
Industrial Development and Public
Policy Department , Senior Advisor

Ms. Hitomi Oka Cooperation Japan International Cooperation Agency
Planning Industrial Development and Public
Policy Department, Private Sector
Development Group

Mr. Ryohei Anzai Deputy Assistant Japan International Cooperation Agency
Director Balkan Office
Ms. Kazuho Ujiie Country officer Japan International Cooperation Agency
Middle East and Europe Department,
Europe Division
Mr. Izumi Sakaya Evaluation Analysis | Prastha Ltd, Inc
Montenegrin Side
Name ' Designation Title and Affiliation
Mr. Aleksandar Director Directorate for Development of Small
Pavicevic and Medium-sized Enterprises
Ms. Sanja Varajic Communication and | Directorate for Development of Small
International and Medium-sized Enterprises
Cooperation Adviser

1.4 Persons Interviewed

The following people were interviewed during the mission.
- Representatives from counterpart agencies
- Project Counterpart Personnel (C/P)
- Project Experts
- Representatives from Japan International Cooperation Agency (JICA) office
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1.5 Methodology of Evaluation

1.5.1 Evaluation Procedure

The Evaluation Team, while studying on various documents, conducted surveys by
questionnaires and interviews with C/P and the JICA Experts as well as those persons involved in
the Project. The Evaluation Team also made a visit to the project sites. The Evaluation Team
analyzed and evaluated the Project from the viewpoints of evaluation criteria according to the
method of Project Cycle Management (PCM). The evaluation results by the Evaluation Team
were examined and discussed with Joint Evaluation Committee Members and other concerned
partiés. After appropriate revision, the results were concluded as the evaluation report.

1.5.2 Items of Analysis

(1) Achievement of the Project

Achievement of the Project was measured in terms of Inputs, Outputs, Project Purpose and
Overall Goal in comparison with the Objectively Verifiable Indicators of the revised PDM as well
as the plan delineated in the Record of Discussions (R/D).

(2) Implementation Process

Implementation process of the Project was also reviewed from the various viewpoints, such as
technical transfer, communications among stakeholders,-and monitoring process, to see if the-
Project has been managed properly as well as to identify obstacles and/or facilitating factors that
have affected the implementation process.

(3) Evaluation based on the Five Evaluation Criteria
The Team also assessed the Project from the viewpoint of following five evaluatlon criteria.

1) Relevance:

The extent to which the Project Purpose and Overall Goal are consistent with the government
development policy of the country as well as the development assistant policy of Japan, and
needs of beneficiaries.

2) Effectiveness:
The extent to which the Project has achieved its purpose, clarifying the relatlonshlp between
the Project Purpose and Outputs.

3) Efficiency:

The extent to how economically resources/inputs (funds, expertise, time, etc.) are converted
to results/output with particular focus on the relationship between inputs and outputs in terms
of timing, quantity and quality.

4) Impact:

Project effect on the surrounding environment in terms of technical, socio-economic, cultural,
institutional and environmental factors. Project impacts are to be viewed from cross-cutting
aspects according to positive or negative effects.

5) Sustainability
Sustainability of the Project is assessed from the standpoint of organizational, financial and

technical aspects, by examining the extent to what the achievements of the Project will be
sustained or expanded after the assistance is completed.

S/
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2 OQutline of the Project
2.1 Background of the Project

In Western Balkan regions, important economic issues such as regional development,
development of market economy, and reduction of unemployment largely depend on
development of small and medium enterprises (SMEs) which have considerable part of the
economy and of the total employment. However, SMEs in the region have problems such as
access to finance, complicated and slow government services, grey economy and their own
management and technical capacities. Governments are trying to align their policies and
institution for these issues, but for conducting those policies, they still have challenges since
SMESs support organizations do not have enough capacity in terms of budget, human resources,
supporting menus, and knowledge and skills.

In order to tackle this problem, National Agency for Regional Development (NARD) in Serbia
and JICA had jointly implemented the Project on Institutionalization of Mentoring in 2008-2011.
Mentoring is to provide company diagnosis and advisory services to SMEs, for SMEs to acquire
the entrepreneurial skills and knowledge.

From the successful result of the above project, Government of Serbia requested Government of
Japan for further cooperation in this field to promote and strengthen the mentoring system.
Referring to Serbia’s project, the Council of Ministers of Bosnia and Herzegovina (BiH) and
Government of Montenegro also requested the cooperation to establish the mentoring service to
tackle the issue of strengthening SMEs. Serbia showed the intention to support BiH and
Montenegro for its establishment using their experience, knowledge, and human resources gained
from the previous project, as well! as to strengthen their own system. :

In response to the requests from Serbia, BiH and Montenegro, the Detailed Plannmg Survey
Team organized by JICA visited three countries in September and November 2012 and had a
series of discussions with authorities concerned on the implementation of the Project. Each party
agreed upon the details of the Project.

2.2 Summary of the Project

Overall Goal:

The mentoring service for SMEs is maintained and expanded in Western Balkan region (Serbia,
BiH, and Montenegro), and SME:s in the region continue to survive and expand.

Project Purpose:

With the establishment of the mentor system and its implementation, target SME support
organizations improve their SME support capacities.

Project Outputs:

1) According to the needs and situation of SME in Montenegro, mentor system is developed and
improved.

2) Mentors who provnde solutions for SMEs and mentor trainers are produced in Montenegro. -

3) The mentoring service is practiced in Montenegro.

4) Information and knowledge for strengthening mentoring service is accumulated and shared
among mentors, implementation bodies and SMEs

3 Results and Achievements of the Project

Details of the results and achievement of the Project are described in this section.
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The assessment of PDM indicators in this chapter is based on the revised version of PDM (as
attached in Annex 1). Although this revised PDM is technically still unofficial, both Montenegrin
and Japanese sides have agreed on modification from its original version and the Project is being
implemented in accordance with the revised version.

3.1 Inputs

The inputs from both the Japanese and Montenegrin sides, since its inception in Apnl 2013 till
present, have been executed mostly as planned,

3.1.1 Inputs from the Japanese Side

(H Dispatch of JICA Experts '

A total of 7 experts in 9 fields of activities have been assngned since the inception of the Prolect
for a total of around 75 months as of the completlon of the Project in March 2016, as shown in
Annex 3. The figure mcludes all assignments in Serbia, Bosnia and Herzegovina, and
Montenegro.

(2) Local Consultants
Several numbers of local consultants have been appointed by the Project to support JICA experts,
including a consultant for promotion and a consultant for database development

3 Provision of Equipment
Three printers have been provided for the project activities (one in Montenegro).

4) Costs for Project implementation
The various costs for implementation of the Project have been paid by the Japanese side,
including costs involved in several types of trainings and seminars and workshops.

(5) Training in Japan
A total number of 13 trainees have participated in training in Japan (5 in 2013, 4 in 2014 and 4 in
2015) from Montenegro. ‘

3.1.2 Inputs from the Montenegrin Side
(1) Appointment of C/P
Appointment of C/P for the management of the Project operation is as follows:
Project Director: Mr. Aleksandar Pavicevic, Director, DDSME
Project Managers: Ms. Andjela Pusonjic Gajevic, Institutional Support Adviser, DDSME
and Ms. Sanja Varajic, Communication and International Cooperation Adviser,
DDSME.
A number of staff of DDSME, Business Centers/local authorities have participated in the Project
as mentors and/or administrative staff.

(2) Offices and facilities
Office space and furniture with utility costs for the JICA Experts, as well as training venue for
mentors, have been provided by the Montenegrin side.

3 Other costs for Project activities

Travel expenses for C/P and allowance within the country, and cost for mentoring service and
training by Montenegrin mentor trainers within the country have been paid by the Montenegrm
side.
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3.2 Activities Implemented

The Team confirmed that the Project has completed or is in a process of completing all the
activities stated in PDM (Annex 1) in accordance with the schedule stated in PO (Annex 2),
except for Activity 4-3 “To facilitate mentors and mentor trainers to utilize the database”. This is
because the development of the database has been postponed due to a current situation where the
number of data of mentoring service is still small and will be discussed before the end of the
Project. :

3.3 Achievement of Outputs

The Team confirmed that the Project has fulfilled the following outputs-along with the 'plan stated
in the PDM. The degrees of fulfillment are shown under each output.

3.3.1 Achievement of Output 1

Qutput_1; According to the needs and the situation of SMEs in Montenegro, mentor system is is
developed and improved.

Indicators
1-1. Mentor system strategy/plan, mentoring implementation gu1de11ne, trammg curriculum and
evaluation method for mentors are developed and revised.

(Indicator 1-1) ,

The indicator has been achieved.

An implementation manual where strategy is described to provide mentoring service have been
approved both by DDSME and JICA. Three types of guidelines have been developed based on
the Serbian guidelines; “Mentoring Guideline for Overall Understanding”, “Mentoring Guideline
for Start-Ups” and “Mentoring Guideline for Mature SMEs”. Training system has been clearly
established as stated in “Implementation Manual” where training curriculum were reconstructed
based on the standardized mentoring service. Evaluation system of mentors has been developed
with clear criteria comprising a diagnosis report, action plans, a completion report and opinions
from client SMEs.

As shown above, all components of Indicator 1 have been fulfilled and Output 1 has been fully
achieved.

3.3.2 Achievement of Output 2 _
Qutput 2: Mentors who provide solutions for SMEs and mentor trainers are produced in

Montenegro.
Indicators
2-1. More than 8 persons are newly trained to acquire the ability of conducting mentoring
services.

2-2. More than 5 are newly trained to be mentor trainers.
2-3. More than 70% of mentor trainers, who are newly assigned from Jan. 2015, are evaluated
by the management/trainees that their ability is high enough to train mentors.

(Indicator 2-1)
The indicator has been achieved.
So far, 15 mentors have been trained and certified.

s
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(Indicator 2-2)

The indicator has been achleved

Eight mentor trainers have been trained for class room training. It should be noted that all the
mentor trainers are trainers for classroom training. Fostering mentor trainers for OJT will be an
issue for Montenegro after the completion of the Project.

(Indicator 2-3)

The indicator has been achieved.

All mentor trainers have been evaluated as capable by the Project management (JICA Experts and
DDSME) and also all the mentor trainers have been evaluated capable according to the survey on
mentor trainees.

Overall, the indicators show that Output 2 has been fully achieved.

3.3.3  Achievement of Output 3
Output 3: The mentoring service is practiced in Montenegzo

Indicators

3-1. More than 30 SMEs received the mentor services.

(Indicator 3-1)

The indicator has been mostly achieved.

13 SMEs reccived the mentoring service in 2014 and 16 are being received at the moment,
totaling 29, with geographical coverage of 6 municipalities; Podgorica, Cetinje, Bar Niksic,
Budva, and Bijelo Polje.

The above indicator show that Output 3 has been mostly achieved.
3.3.4 Achievement of Output 4

Output 4: Information and knowledge for strengthening mentor service is accumulated and shared
among mentors, implementation bodies and SMEs.

Indicators
4-1. Meetings for sharing experience among the 3 countries are conducted at least once a year.
4.2, All Mentor Meeting is being held every year.
4.3, Stored mentored cases accessed by mentors and authorized personnel of implementing
bodies.
4-4, Good practices of mentoring cases are introduced to SMEs through publications,
seminars or lectures and media.

(Indicator 4-1)

The indicator has been mostly achieved.

All mentors meeting was held as mentioned in Indicator 4-2 below, for sharing experiences and
discussions for improvement of the services. Besides, Implementation Workshops have been
organized 6 times so far where C/Ps of the three countries have attended and constructed mutual
relationship. The Project also provided the training in Japan, where mentors from the three
countries took part in the same program in 2013, 2014 and 2015.

(Indicator 4-2)
The indicator has been achieved.

Ay
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All Mentor Meeting was organized for the first time in Belgrade, Serbia in September 2015, with
15 attendants from Montenegro, 9 from BiH and around 55 from Serbia. However, it is not
known the meeting will be continually held every year after the completion of the Project.

(Indicator 4-3)

The indicator has been basically achieved.

DDSME has been storing and maintaining all good mentoring cases in the past and all the
mentors have access to the information.

(Indicator 4-4)

The indicator has been achieved.

The Project has appointed a local consultant especially for the strategic promotion of the
mentoring service for SMEs, including introduction of good practices of mentoring. The
promotion has been implemented through business related web sites and newspapers and social
media. Result was very successful as 19 SMEs applied for the mentoring service by responding to
the public call in 2015 as compared to 2014, in which year DDSME, through Business
Centers/local authorities, approached SMEs which were already their clients, to invite
applications.

The above four indicators show that Output 4 has been mostly achieved, even though
development of the database on a network basis could be an issue for the future.

3.4 Achievement of Project Purpose

Project Purpose:
With the establishment of the mentor system and its implementation, target SME support

organizations improve their SME support capacities.

Indicators

1. Compared to the starting year of the Project, more than 70% of the mentors improved
mentoring ability by implementing mentor system.

2. JICA experts evaluate that the target SME support organlzatlons are capable of modifying
the mentoring system strategy/plan, mentoring - implementation guideline, training

curriculum and evaluation method for mentors by organizations themselves.

(Indlcator 1)

It is judged that the indicator has been achieved, from the followmg factors.

1) The surveys on mentor trainees were conducted every time the training was finished and
almost all trainees answered that they were confident that their skill had improved after the
training.

2) JICA Experts observed through the OJT that the mentors were aware of improvement in their
skills. ' _
3) During the evaluation, the Japanese Evaluation Team had a series of interviews with mentors
and most of them expressed that their capability had been increasing as they had experienced
more and more cases of mentoring service.

(Indicator 2)

It is judged that the indicator has been mostly achieved.

The JICA Expert Team evaluates that DDSME is now capable of modifying the mentoring
system strategy/plan, mentoring implementation guideline, training curriculum and evaluation
method for mentors by organizations themselves, based on the following facts. The Project (JICA

10
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Experts and Montenegrin C/P) has developed the Implementation Manual where 1) institutional
framework to provide mentoring service, certification system, and training system are clearly
mentioned and 2) a basic concept of mentoring is defined which should be standards for the
future renewa! and development of plan/strategy, etc. Based on the Manual, with trained human
resources of its own, DDSME is capable to modify the mentoring system.

As seen above, the two indicators, though they are not necessarily “objectively verifiable”, show
a high degree of fulfillment. Apart from them, it is observed that most of SMEs who have
received the mentoring service have improved their operation. For example, a real estate
company increased efficiency of its operation by restructuring organization on mentor’s advice.
Also considering that all four Outputs have been achieved to a large extent, the Evaluation Team
judges that the Project Purpose is likely to be achieved at the completion of the Project period. -

3.5 Achievement of Overall Goal

Overall Goal:
The mentoring service for small and medium enterprises (SMEs) is maintained and expanded in
Montenegro. and SME:s in the region continue to survive and expand.

Indicator

1. Mentoring services are continuously available in the once targeted area and beyond the
targeted area.

2. Number of SMEs receiving the mentoring services has increased by 100% in Montenegro
compared to 2015 achievement.

3. More than 70 % of SMEs which received the mentoring services evaluate that their

business has been improved through the services.

(Indicator 1)

The indicator is likely to be achleved in the near future.

As mentioned in Output Indicator 3-1, DDSME has already extended its coverage of mentoring
service to 6 municipalities as compared to 3 at the beginning. Although if and when the
expansion of mentoring service to all 22 municipalities may depend on financial situation, it can
be achieved as the government budget may support the service following “Strategy for
Development of Small and Medium Sized Enterprises 2011-2015”.

(Indicator 2)

If “2015 achievement™ is 16 as seen in Output 3 Indicator 3.1, then the target number will be 32a
year. It is still unclear whether in the near future the number of services will be achieved,
although DDSME has been working on getting another budget for expansion.

(Indicator 3)

According to the survey on SMEs who recexved the mentoring service in 2014, all of them,
answered that their business had improved. This means that the Indicator 3 has already achieved
in the very first year of the service with supports from JICA Experts. In 2015, mentors who
finished OJT training from JICA Experts and Serbian OJT trainers already received good
reputations from their clients even before the mentoring service ends. Therefore, the indicator for
Overall Goal may be achieved in the future. :

As far as current status of the above indicators are examined, the likeliness of achievement of
Overall Goal after 3 to 5 years of the completion of the Project is positive.
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4 TImplementation Process

The Team confirmed that the implementation process of the Project has been generally
appropriate. The following are the major points observed by the Team;

(1) Communications between JICA Experts and C/P in DDSME have been adequate and
frequent without any problems, sharing information on the progress of the activities real
time.

(2) C/P staff in DDSME have taken initiatives in management of the Project with high

- motivation and ownership as the Project proceed and became successful. It seems that they
have clear vision to promote mentoring service.

(3) Mentors of Business Centers/local authorities play an important role in the Pr0ject They
have had frequent communications with DDSME and JICA Experts as well for the better
services to their client SMEs. :

(4) Monitoring of the Project has been carried out both internally by the Project and externally
by the JCC. The progress reports have been submitted by the Project periodically without
delay. The JCC meetings have been held three times so far in 2013, 2014 and 2015 and
functioned properly. '

5 Evaluation by Five Criteria

Through the evaluation work, the Team assessed the project’s relevance, effectiveness, efficiency,
impact, and sustainability.

5.1 Relevance

Relevance of the Project is very high.
The Project is consistent with the policies of the Government as well as needs of the beneficiaries,
and with the cooperation policy of the Japanese Government, as stated below.
(1) Montenegrin Policy
Montenegro has an SME development policy tltled “Strategy for Development of Small and
Medium Sized Enterprises 2011-2015”. designed by DDSME. The strategy refers to.the
necessity of improving the capability of the institutions that provide support to SMEs in
order to be able to survive in the changing socio-economic environment. The Project
perfectly matches the objective of the strategy. Montenegro has another strategies where
strengthening of competitiveness of SMEs are aimed at, such as “Strategy for Enhancement
of Competitiveness at Micro-level 2011-2015”, “Strategy for Sustainable Economic Growth
through Introduction of Clusters 2012-2016” and “Montenegro Development Dlrectlon
2013-2016". :
(2) Needs of the beneficiaries.
The Project completely matches the needs of the direct beneficiaries, DDSME and Business
Centers/local authorities, as they need develop capacity of SMEs, many of whom are in need
of developing their managerial skills. -
(3) Japan’s Official Development Assistance (ODA) Policy
Japan's ODA policy towards Montenegro has three focal areas; 1) private sector
development, 2) protection of environment and 3) medical care and education. The Project
obviously contributes to private sector development through promotion of SMEs
(4) Japan’s Advantage in Cooperation
Japanese government has a long experience in supportmg its SMEs in various aspects
including consultancy services where qualified advisors, as mentors, provide SMEs with
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advice in management. Japan has had many cooperation projects in the field of SME
promotion over the world, including development of consultancy services for SMEs.
Therefore, Japan has a good advantage in conducting the Project.

5.2 Effectiveness

The effectiveness of the Project is high.

It is likely that the Project Purpose will be achieved as seen in 3.4. It is confirmed that all four
Outputs of the Project have contributed to attaining achievement of the Project Purpose, as seen
in 3.3.

Apart from Outputs, all the following factors have particularly promoted the achievement of the
Project Purpose or effectiveness of the Project; :

* The most essential factors of the Project have been successfully realized, i.e. 1) the concept
of mentoring has been clearly defined, 2) mentoring scheme with training and qualification
systems has been established, and 3) mentoring process has been standardized with
development of comprehensive manuals and guidelines.

* Although not mentioned in activities in PDM, Special On the job trammg Through specnal
Consultants (SOTC) has been significant, where JICA Experts provide mentors with OJT,
showing how deep the level of advices provided by specialized consultants is. SOTC has
been highly evaluated by the participant mentors.

* DDSME, a counterpart agency of the Project, has been capable to soundly secure budget
from Mlmstry of Economy for lmplementmg the mentoring service.

 Training in Japan has been quite effective, in which 13 Montenegrin mentors in total have
taken part in 2013, 2014 and 2015, together with Serbian and BiH mentors. The training was
well designed and participants acquired new knowledge and skills, which they have utilized
in their activities and shared with other mentors on returning home. Further, their
experiences in Japan were shared to mentors of other two countries through presentations in
the. All Mentor Meeting in September 2015.

5.3 Efficiency

The efficiency of Project is considered to be high.
Assessment of efficiency is as stated below.
(1) Appropriateness of Input
The JICA Experts have fully dedicated themselves to the Project, transferring
knowtedge/skills to C/P and mentors. It is known that even when they are away from
Montenegro, Serbia or BiH, they tried to respond to C/P and mentors’ mqun'y as promptly
and sincerely as possible. |
The allocation of Montenegrin C/P, staff for Project management in DDSME, has been
appropriate. With enough capability and motivation, they have taken an initiative in Pro;ect
operation.
Promotion of mentoring service, one of Qutput 4 activities, has been successful as seen in
3.3, with appointment of a Serbian consultant whose work has been efficient and
considerably enhanced the recognition of the mentoring service in Montenegro.
A series of training in Japan, regarded as one of Project Inputs, have been very effective as
mentioned in 5.2.
(2) Achievement of Output
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As mentioned in 3.3, the four Outputs have been mostly achieved through the Project. The
degree of achievement of the Outputs is considered high in proportion to the Project Inputs,
resulting in high efficiency.

5.4 Impact

As mentioned in 3.5, the likeliness of achieving Overall Goal in the near future is positive.
Besides, the following positive impacts of the Project have been observed.

e The Project has brought about cooperation among three countries; Montenegro, BiH and
Serbia, through various activities, including mentor training, training in Japan,
implementation workshops, and All Mentor Meeting. All of the activities have accelerated
inter communication and cooperation of the C/P and mentors of the three countries. Even
business transaction of SMEs with SMEs of another country is taking place as a result of
match making by mentors of each country.

* As mentioned in 3.3.3, the Pro_]ect has already expanded its geographical coverage to 6
municipalities. This rapld expansion was not expected at the initial stage of the Project
period and it is surely the result of sincere efforts by DDSME and Business Centers/local
authorities to promofe the mentoring service.

No negative impacts have been observed.

5.5 Sustainability

The sustainability of the Project is relatively high in total.
While policy and institutional aspect of the sustainability is high and technical sustainebility is
secured to a large extent, financial sustainability is moderate.

5.5.1 Policy and Institutional Aspect

The government of Montenegro has a clear SME promotion strategy as mentioned in 5.1 and it is
reasonably expected that the government continue to adopt policies to support SMEs. It is also
expected that the mentoring service will be mentioned in an action plan of the coming “Strategy
for Development of Small and Medium Sized Enterprises 2016-2020” which is scheduled to be
prepared the next year.

As for institutional framework of providing mentoring service, it is judged that DDSME, backed
by the policy, is an organization with capable staff and has sufficient capacity to continue and
expand the mentoring service, together with Business Centers/local authorities.

5.5.2 Technical Aspect

As far as technical aspect is concerned, the current management of DDSME is sufﬁmently
capable as mentioned above. Regarding skills and knowledge of mentors, their capacity is good
and they will be able to keep providing mentoring service by utilizing guldelmes developed by
the Project, though further experiences may be still needed for better services. However, it should
be pointed out that at the moment Montenegro has no mentor trainers for OJT.

553 Financial Aspect

Financial sustainability seems to be moderate As the government recogmzed unportance of the
" mentoring service, DDSME secured budget of Euro 12,000 for the service in 2015 and has
-proposed Euro 13,000 for 2016. It can be expected that the budget of at least the same level may
be secured in the short term, judging from the government policy direction. On the other hand,
the total budget for DDSME has been decreasing for recent years under the deteriorating financial
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condition of the government, which could adversely affect the budget for the mentoring service in
the future. ‘

6 Conclusion

The Team came to the following conclusion through the field survey of the Project, exchange of
views and opinions with concerned parties, and discussion among the members of the Team.

6.1  Achievement of the Project Purpose

It is prospected that the Project Purpose will be achieved at the time of completion of the Project,
judging from current status of the indicators to measure level of achievement of Project Purpose
and Outputs.

6.2  Evaluation by Five Criteria

From the viewpoint of five evaluation criteria, “relevance” is very high and “effectiveness” and
“efficiency” are high whereas “sustainability” is relatively high. As for “impact”, a couple of
positive impacts have been observed.

7 Recommendations and Lessons Learnt

7.1 Recommendations

1. Discussion on cases among mentors

During the training program through the Project, mentors could expect direct advice from JICA
Experts or Serbian OJT trainers how to improve their services to SMEs. After the Project ends,
mentors cannot get such advice directly. Fortunately, each mentor accumulates experiences
through implementing mentoring services. Sharing cases of clients and discussing what can/could
be the good advice before and after visiting SMEs among mentors, helps mentors improving their
capability for mentoring without JICA Experts or Serbian OJT trainers up to a certain point.
Therefore, it is recommended that mentors in DDSME and Business Centers/local authorities
have periodical discussion on actual cases that each mentor tackled. JICA Experts can support
how to proceed such a discussion, if it is started before the Project ends. In addition, guidelines
and manuals should be modified as the situation of mentoring services changes. Therefore, it is
also recommended to have a meeting between DDSME and Business Centers/local authorities for
exchange of opinions about operation for mentoring service at least once a year.

2. Training for OJT trainers

It is understood that it is difficult to finish training OJT trainers in Montenegro before the project
ends. There are mainly two requirements to become OJT trainers, the number of actual mentoring
services to clients and completion of classroom training for OJT trainers. It seems that it is
difficult to meet those two requirements during the Project. Considering the above, it is
recommended to discuss with JICA Experts about the possibility for conducting training for OJT
trainers in Montenegro in the future.

3. All Mentor Meeting to be held periodically.
Mentors in 3 countries, Montenegro, BiH, and Serbia already collaborate {communicate and

exchange information) each other through e-mail or telephone call. At the same time mentors
recognized by participating All Mentor Meeting that face-to-face discussion among mentors in
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different countries is essential. It is important that All Mentor Meeting is continued even after the
Project ends. Therefore, it is recommended that DDSME discusses with NARD in Serbia and
Sarajevo Economic Region Development Agency in BiH for organizing All Mentor Meeting as
well as seeking funding sources for organizing and participating in All Mentor Meeting.

7.2 Lessons Learnt

1. Effects of mentoring service and increasing persuasiveness of getting budgets

JICA Experts and C/P prepared guidelines and manuals in the first half of the Project. Then, team
members of the Project had modified them based on the experiences of OJT in the second half of
the Project. Clearly described guidelines and manuals have been more effectively used by
mentors, thus, the work by various mentors are now more standardized. Also the Project focuses
on specific regions, thus, training have been conducted intensively in those regions by JICA
Experts and Serbian OJT trainers. Standardized work by mentors and region-focused training
made it possible to have positive effects in terms of firm performance. Positive effects in firm
performance brought the effect that DDSME could explain necessity of mentoring service and
effectiveness of mentoring service to Ministry of Economy. As a result, DDSME got budgets for
expanding mentoring service in 2015 and possibly 2016. This case shows the good lesson for
other similar projects that it is possible that positive effects brought from projects enhance even
persuasiveness of proposing budgets for programs by C/Ps.

(END)
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PROJECT DESIGN MATRIX (Montenegro)

Annex 1

Ver. 1

Project Title:  Project on Establishment and Promotion of Mentoring service for Small and Medium Enterprises in the Western Balkans
(Serbia, Bosnia and Herzegovina, and Montenegro)

Implementing Agencies: DDSME
Project duration: 3 years

Project Sites: Montenegro (Podgorica, Bar, Cetinje and others if necessary)

Target Group : DDSME, BC and SMEs at the project sites

Narrative Summary

Objectively Verifiable Indicators

Means of Verification

Important Assumption

<QOverall Goal>

The mentoring service for small and medium enterprises 1. Mentoring services are continuously available in the once 1. Mentoring records
(SMEs) is maintained and expanded in Western Balkan targeted area and beyond the targeted area.
region (Serbia, Bosnia and Herzegovina (BiH), and 2.  Number of SMEs receiving the mentoring service has increased | 2. Mentoring records
Montenegro), and SMEs in the region continue to survive by 100% in each country compared to 2015 achievement.
and expand. 3. More than 70% of SMEs which received the mentoring service 3. Evaluation records by
evaluate that their business has been improved through the SMEs
service.
<Project Purpose>
With the establishment of the mentor system and its 1. More than 70% of the mentors improved mentoring ability by 1. Questionnaire to 1. Qualified mentors
implementation, target SME support organizations1 implementing mentor system compared to the starting year of the mentors continue to work as
improve their SME support capacities. Project. mentors.
2. JICA experis evaluate that the target SME support organizations | 2. Questionnaire survey 2. The economic
are capable of modifying the mentoring system strategy/plan, and interview s by situation is not
mentoring implementation guideline, training cusriculum and Japanese experts extremely worsen.
evaluation method for mentors by organizations themselves.
<Output>
1. According to the needs and situation of SME in 1 Mentor system strategy/plan, mentoring implementation 1. Documents preduced by | 1. Government policy
Montenegro, mentor system is developed and improved. guideline, training curriculum and evaluation method for mentors implementation bodies on supporting
are developed and revised. SMEs by mentoring
) - continues.
2. Mentors who provide solutions for SMEs and mentor 2.1 More than 8 persons are newly trained to acquire the ability of 2.1 Questionnaire to 2. Policy on
trainers are produced in Montenegro. conducting mentoring service Japanese experis supporting SMEs
2.2 More than 5 are newly trained to be mentor trainers. 2.2 Training records by mentoring at
2.3 More than 70 % of mentor trainers are evaluated by the 2.3 Evaluation records by target SME support
management/trainees that their ability is high enough to train the management/ organizations
mentors. trainees continues.

1 SME support organizations here means the organizations which provide and/or conduct the mentoring services.
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3. Budget to keep

stakeholders

1-4 To develop and revise the implementation guideline for
mentoring in Montenegro

1-5 To develop and revise the training curriculum for
mentors in Montenegro

1-6 To develop textbooks in Montenegro

1-7 To consider the qualification system for mentors in
Montenegro

2-1 To participate in the lectures for training mentors by the
project feam and NARD

2-2 To conduct OJT of mentoring through practicing the
mentoring service in Montenegro

2-3 To select the candidate of mentor trainers from the
trained mentors in Montenegro

2-4 To conduct the trainings for mentor trainers in
Montenegro

3-1 To select the SMEs which receives OJT of mentoring in
Montenegro :

| 3-2 To practice the mentoring service based on output 1

3-3 To conduct evaluation of mentoring service from
companies which received the service

4-1 To share the experience and evaluation of mentoring

(2) West Balkans Side (Montenegro)

Services of counterpart personnel and administrative personnel and their cost

Suitable office space with furniture and utility cost for Japanese experts

Training venue of class room training for mentors

Avallable data (including maps and photographs)} and information related to the Project
Travel expenses and allowance for C/P persaonnel for travel within country

Cost for mentoring service and trainings by Montenegro’s mentor trainers within the country

3. The mentoring service is practiced in Montenegro. 3.1 More than 30 SMEs received the mentor service. 3.1 Mentoring records mentors is
available at target
4, Information and knowledge for strengthening mentoring | 4.1 Meetings for sharing experience among 3 countries are 4.1 Meeting records SME support
service is accumulated and shared among mentors, conducted at least once a year. ) organizations
implementation bodies and SMEs. 4.2 All mentors meeting is being held every year. 4.2 Meeting records
4.3 Stored mentored cases can be accessed by mentors and 4.3 Access method
implementation bodies. 4.4 List of publications,
4.4 Good practices of mentoring cases are introduced to SMEs seminars or lecture and
through publications, seminars or lectures and media. media appearance.
<Activities> <lnput> <Pre-condition>
1-1  To conduct studies of SMEs and SME support (1) Japanese Side 1. Candidates for
_institutions on their situation and capacity(including other ® Dispatch of Experts . mentors are
donor support programs) in Montenegro ® Travel expenses and allowance for Counterpart Trainings to Japan and other countries clarified
1-2 To participate in the seminariworkshop organized in ® Travel expenses and allowance for Japanese experts 2. Time and budget
Serbia ® Necessary Equipment and material for the candidates
1-3 To develop and modify strategy/plan for mentoring ®  Cost for organizing class room training, on-the job training, and seminar/workshop(s) to take trains and
service in Montenegro through discussions with ®  Cost for local consultants provide mentoring

service-are
secured.

g@
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service of each country

4-2 To establish the database of mentoring service in
Montenegro

4-3 To facilitate mentors and mentor trainers to utilize the
database

4-4 To collect good practices of mentoring service in Serbia,
BiH and Montenegro

4-5 To share the good practices of mentoring service to the
public

—SIl—
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Progress of the Project

Flow Chart Analysys (Montenegro)

Plan at the Start of Phase |

Outputs and Activities

Output 1: According to the noeds and aituation of in Moatenegro, mentox system is developed and fmproved.

Month

1-6 To devel ooks in M

1-7 To conaider the qualification system for mentors in Montencgro

1’1 To conduct studies of SMEs and SME institutions on their situation and capacity(including

other donor ) in Mont

1-2 To participate in the seminarfworksk ized in Sorbia *
[ ]

.. i tors e in M, hroueh di - . ngE miww
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14 To davelop end revise the impl jon guideline for ing in Mont e
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—
2-1To icipate in the 1 for traini tora by the project team and NARD ey l
" AENSEEE N
2-2 To conduct OJT of ing through icing the ing service in Montenegro MT
23 To solect tho candidats of iners from the trained in My mhe
2-4 To conduet tho trainings for iners in My e
Output 3: The ing service is iced in M
T
8-1 To select the SMEs which ives OJT of ring in M g JI
8-2 To practice the mentaoring sorvice basod on output 1 b
i
3-3 To cond 1 of toring service from companies which received the service
Output 4: Information and knowledge for stzengibhening mentoring service is accumulated and shared among
implementation bodies and SMEs.
4-1 To share the i and eyaluation of mentoring service of each country
4-2 To estahlish the database of toring service in M Ty " "
43 To facilitate and i to utilize the database 1 pus
4-4 'To collect good practices of mentoring servico in Sarbia, BIH and Montenegro olu o
mEEam
4-5 To share the good practices of mentaring service to the public
Month 1!12 1-3
Yenr| yenra

The timing of the Japanese counterpart training will bo decided after commencing of the profect,
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Assignment of JICA Experts
The Project on Establishment and Promotion of Mentoring Service for Small and Medium Enterprises in the Westem Balkans (Sarbia, Bosnia and Herzegovina, and Montenegro)
2013 I 2014 T 2015 2016 Man-Month
] H27 g
Feld Name These TPeniod Phasell Totd
May [dn |4 JAug [Sep JO [Nov [Dec [ [Feb [Mar BlJ[BJUY
— 202 454
Team Loader r" TAGRNO 35 5 2 813 1047
1815 & ES L T T - - 147] 439
z » '] 4% 1“es
with two tire travets
At Team Loader /Frodudion _— - 161 409
favmitias: S KMURA a 2| 3 = 2 537 16
1 &
MR/ RN T | e s - - [y p— - 1 170
2| s 2XMays @ S3duys 587
— I [— &7|
Hurmen Rssource Developrmont M. YAMANAKA 18] P 14 14| 200
AR RBAR(T) web s e | - 147
ZSd:yﬁ 44days| 251 B 490
[with aneti ith we
- . — - 133
Enterprise Diagnosis [N SHAMOTD 2 2 21 ﬂz, 3
B tad g Bk WK || - 85
) 23 18 283
inslitutional Doveiopment : - — - 84
aippat A Sintey 15 z 7 15 200
Ll 7Ly — il i - - ol i 0
N =2 e 14 14 T “ 7 14 2133
| - — [ ] 68
[Sart Up Training’ Suppoit T Ishioroshi 15 2 3 227 743
LEESS 5T # = - — 46 201
[} 35 | 23 153 a7
Merketing’Froject Coordination Chine
T TS IRBAN(2) [ERFR v i ek e - |- 141 141
aadan) 25y [N an am
; Iveth ocve s rmsl
@JCA's Termina B i
Yoarn Leter IR =3 [T | 12| 2
Sdays  [during the poriod Tdmeduring the pesiod 060; 1.10]
3. e (e 15 25
s E E 075 140
st Team LaadierfFroducti = = 10 2
o [ 7w 6days  |duringtheperiod i 050} 100
H — — fn 16 25
= 5| 5 075 1.00
£ 0 0
‘5‘ Project Qupport from Japan (1) (B Skamoto ‘ 000l ™
% lanza ARSI A = = 3 31
Ry 0 1 3 158 158
. . — 25 84
Froject Support from Jipmn @)  |T. Aimura 25003 |duringthe period 125 420
merein x BR = — kel 0,
0] 18 5 155 420
Totd(1R)
v v v 735] 581014
I Report Frogres RA ProgressiS m"zw 2740 | 7065
Told(#5)
TOR—FUMATHTEEEMM = 746 MM [ s08] e[ ees] 171]
é\ 47T | 7402

Annex I



—8Il—

PROJECT DESIGN MATRIX (Serbia)

Ver. 1

Project Title: Project on Establishment and Promotion of Mentoring service for Small and Medium Enterprises in Western Balkans (Serbia,

Bosnia and Herzegovina, and Montenegro)

Implementing Agencies: NARD
Project duration: 3 years
Project Sites: Serbia

Target Group: NARD, DDSME, SERDA, RA/C, RDA, BC and SMEs

Narrative Summary

Objectively Verifiable Indicators

Means of Verification

Important Assumption

<Qverall Goal>
The mentoring service for small and medium enterprises
(SMEs) is maintained and expanded in Western Balkan

1.

Mentoring services are continuously available in the once
targeted area.

1. Mentoring records
2. Mentoring records

region (Serbia, Bosnia and Herzegovina (BiH), and 2.  Number of SMEs receiving the mentoring services has increased | 3. Evaluation records by
Montenegro), and SMEs in the region continue to survive by 100% in each country compared to 2013 achievement. SMESs, NARD's annual
and expand. 3. Morethan 75 % of SMEs which received the mentoring external and independent
services evaluate that their business has been improved through | evaluation
the services.
4.
<Project Purpose> 1. Qualified mentors
With the establishment of the mentor system and its 1.  Compared to the starting year of the Project, more than 75% of | 1. Questionnaire to mentors, | continue to work as
implementation, target SME support organizations1 the mentors improved mentoring ability by implementing mentor | mentor’s performance mentors.
improve their SME support capacities. system. evaluation system
2. Japanese experts evaluate that the target SME support 2. Questionnaire to Japanese | 2. The relationship
organizations are capable of modifying the mentoring system experts between the Ministry
strategy/plan, mentoring implementation guideline, training of Economy and
curriculum and evaluation method for mentors by organizations NARD is stable and
themselves. the position of
regional agencies and
regional centers
within the institutional
infrastructure is
stabie.
<Output>
1. According to the situation of SMEs in Serbia, mentor 1.1 Improved mentoring system strategy/plan, mentoring 1.Documents produced by 1.Government policy

system is improved.

implementation guideline, training curriculum and evaluation
method for mentors are developed.

1.2 Revised version of qualification system for mentor is developed.

Implementation bodies

2.1 Training and qualification

on supporting SMEs
by mentoring
continues.

1 SME support organizations here means the organizations which provide and/or conduct the mentoring services.
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2. Mentors who provide solutions for SMEs and mentor
trainers are produced in Serbia.

3. The mentoring service is practiced in Serbia.

4. Information and knowledge for strengthening mentor
service is accumulated and shared among mentors,
implementation bodies and SMEs.

2.1 More than 50persons are newly trained to acquire the ability of
conducting mentoring services.
2.2 More than 10 are newly trained to be mentor trainers.
2.3 More than 80% of mentor trainers, who are newly assigned from
Jan. 2015, are evaluated by the management/trainees that their
ability is high enough to train mentors.

3.1 More than 550 SMEs received the mentoring services, from the
start of the project.

4.1 Meetings for sharing experience among the 3 countries are
conducted at least once a year.

4.2 More than 80 % of mentored cases are stored in the data base.

4.3 Stored mentored cases accessed by mentors and authorized

personnel of implementing bodies on the regular basis.

4.4 Good practices of mentoring cases are introduced to SMEs

through publications, seminars, lectures and media.

records, questionnaire to
Japanese experts

2.2 Training and qualification
records

2.3 Evaluation records by the
management/trainees

3.1 Mentoring records,
NARD'’s annual reports,
External Evaluator’s reports

4.1 Meeting records

4.2 Viewing data base

4.3 Counter of the accessing
within the application

4 4 List of publications,
seminars,lectures and media
appearances

2.Policy on supporting
SMEs by mentoring at
target SME support
organizations
continues.

3.Budget to keep
mentors is available at
target SME support
organizations

<Activities>

1-1 To organize a support team for BiH and Montenegro
(NARD, Mentor trainers, JICA, etc.)

1-2 To conduct studies of SMEs and SME support

institutions on their situation and capacity (including other

donor support programs) in Serbia

1-3 To identify and analyze the problems and to study the

good practices of Serbia’s current mentor system

1-4 To sort out the related activities of SME mentoring in

Serbia, such as support from EU and other organizations,

and tools for SME development

1-5 To organize seminar/workshop for designing mentor

system for BiH and Montenegro

1-6 To assist the development and the revision of the

strategy/plan for mentor service, implementation guideline

for mentoring, and the training curriculum for the mentors in

Bosnia and Herzegovina, Montenegro

1-7 To revise Serbia's strategy/plan for the mentor system

in Serbia

1-8 To revise the implementation guideline for the

mentoring in Serbia

1-9 To revise the training curriculum and textbooks for

training mentors in Serbia, and to develop the textbooks for

the new mentoring area

<Input>

(1) Japanese Side
Dispatch of Experts

Travel expenses and allowance for Counterpart Training in Japan and other countries

Trave! expenses and allowance for Japanese experts

Cost for organizing class room training, on-the job training, and seminar/workshop(s)

.
.
.
® Necessary Equipment and material
.
®  Cost for local consultants

.

Cost of expenses of mentor trainers (RA/C and RDA) in BiH and Montenegro

(2) West Balkans Side (Serbia)

°
°
®  Training venue of class room training for mentors
°
°
°

Services of counterpart personne! and administrative personnel and their cost
Suitable office space with furniture and utility cost for Japanese experts

Available data (including maps and photographs) and information related to the Project
Travel expenses and allowance for C/P personnel for travel within country
Cost of mentoring services and trainings by mentor trainers within the country

<Pre-condition>

1. Candidates for
mentors are
clarified

2. Time and budget
for the
candidates to
take trains and
provide
mentoring
services are
secured.
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1-10 To develop revised qualification system for mentors in
Serbia

2-1 To conduct the lectures for training mentors in Serbia
2-2 To conduct OJT of mentoring through practicing the
mentoring services in Serbia

2-3 To select the candidate of mentor trainers from the
trained mentors in Serbia

2-4 To conduct the trainings for mentor trainers in Serbia
2-5 To cooperate conducting lectures for Montenegro and
BiH

3-1 To select the SMEs which receives OJT of mentoring in
Serbia

3-2 To practice the mentoring service based on output 1
3-3 To conduct evaluation of mentoring services from
companies which received the service

4-1 To share the experience and evaluation of Mentoring
services of each country

4-2 To establish the database of mentoring services in
Serbia

4-3 To facilitate mentors and mentor trainers to utilize the
database

4-4 To collect good practices of mentoring services in
Serbia, BiH and Montenegro

4-5 To share the good practices of mentoring services to
the public
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PROJECT DESIGN MATRIX (Bosnia and Herzegovina)

Ver. 1

Project Title: Project on Establishment and Promotion of Mentoring service for Small and Medium Enterprises in the Western Balkans
(Serbia, Bosnia and Herzegovina, and Montenegro)

Implementing Agencies: Sarajevo Economic Region Development Agency (SERDA)

Project duration: 3 years
Project Sites: Sarajevo Economic Region in BiH

Target Group: SERDA, SMEs in Sarajevo Economic Region

Narrative Summary

Obijectively Verifiable Indicators

Means of Verification

important Assumption

<Overall Goal>
The mentoring service for small and medium enterprises
(SMEs) is maintained and expanded in Western Balkan

1.

Mentoring services are continuously available in the once
targeted area and beyond the targeted area.

1.

Mentoring records

region (Serbia, Bosnia and Herzegovina (BiH), and 2.  Number of SMEs receiving the mentoring services has increased | 2. Mentoring records
Montenegro), and SMEs in the region continue to survive by 200% in each country compared to 2015 achievement.
and expand. 3. More than 80% of the SMEs which received the mentoring 3. Evaluation records by
services evaluate that their business has been improved through SMEs
the services.
<Project Purpose>
With the establishment of the mentor system and its 1. More than 80% of the mentors improved mentoring ability by 1. Questionnaire to 1. Qualified mentors
implementation, target SME support organizations‘ implementing mentor system compared to the starting year of the mentors continue to work as
improve their SME support capacities. Project. mentors.

2. JICA experts evaluate that the target SME support organizations | 2. Questionnaire to 2. The economic
are capable of modifying the mentoring system strategy/plan, Japanese experts situation is not
mentoring implementation guideline, training curriculum and extremely worsen.
evaluation method for mentors by the organizations themselves.

<Output>
1. According to the needs and situation of SME in BiH, 1. Mentor system strategy/plan, mentoring implementation 1. Documents produced by | 1. Government
mentor system is developed and improved. guideline, training curriculum and evaluation method for mentors implementation bodies policy on
are developed and revised. supporting SMEs
by mentoring
2. Mentors who provide solutions for SMEs and mentor 2.1 More than 12 persons are newly trained to acquire the ability of 2.1 Questionnaire to continues
trainers are produced in BiH. conducting mentoring services Japanese experts 2. Policy on

2.2 More than 10 are newly trained to be mentor trainers. 2.2 Training records supporting SMEs

2.3 More than 80% of mentor trainers are evaluated by the 2.3 Evaluation records by by mentoring at
management/trainees that their ability is high enough to train the management/ target SME
mentors. trainees support

1 SME support organizations here means the organizations which provide and/or conduct the mentoring services.
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3. The mentoring service is practiced in BiH.

4. Information and knowledge for strengthening mentoring
service is accumulated and shared among mentors,
implementation bodies and SMEs.

31

4.1

4.2
4.3

4.4

More than 30 SMEs received the mentor services. 3.1 Mentoring records

Meetings for sharing experience among 3 countries are 4.1 Meeting records

conducted at least once a year.

All mentors meeting is being held every year. 4.2 Meeting records

Stored mentored cases can be accessed by mentors and 4.3 Access method

implementation bodies.

Good practices of mentoring cases are introduced to SMEs 4.4 List of publications,

through publications, seminars or lectures and media. seminars or lectures and
media appearances

organizations
continues.
Budget to keep
mentors is
available at target
SME support
organizations

<Activities>

1-1  To conduct studies of SMEs and SME support
institutions on their situation and capacity (including other
donor support programs) in BiH

1-2 To participate in the seminar/workshop organized in
Serbia

1-3 To develop and modify strategy/plan for mentoring
service in BiH through discussions with stakeholders

1-4 To develop and revise the implementation guideline for
mentoring in BiH

1-5 To develop and revise the training curriculum for
mentors in BiH

1-6 To develop textbooks in BiH

1-7 To consider the qualification system for mentors in BiH

2-1 To participate in the lectures for training mentors by the
project team and NARD

2-2 To conduct OJT of mentoring through practicing the
mentoring services in BiH

2-3 To select the candidate of mentor trainers from the
trained mentors in BiH

2-4 To conduct the trainings for mentor trainers in BiH

3-1 To select the SMEs which receives OJT of mentoring in
BiH

3-2 To practice the mentoring service based on output 1
3-3 To conduct evaluation of mentoring services from
companies which received the service

4-1 To share the experience and evaluation of mentoring
services of each country
4-2 To establish the database of mentoring services in BiH

<Input>

(1) Japanese Side

® Dispatch of Experts

® Travel expenses and allowances for Counterpart Trainings to Japan and other countries
® Travel expenses and allowance for Japanese experts

®  Necessary Equipment and material

®  Cost for organizing class room training, on-the job training, and seminar/workshop(s)
® Cost for local consultants

(2) West Balkans Side (BiH)

®  Services of counterpart personnel and administrative personnel and their cost

® Suitable office space with furniture and utility cost for Japanese experts

® Training venue of class room training for mentors

® Available data (including maps and photographs) and information related to the Project
® Travel expenses and allowance for C/P personnel for travel within country

®  Cost for mentoring services and trainings by BiH's mentor trainers within the country

<Pre-condition>

1.

Candidates for
mentors are
clarified

Time and budget
for the
candidates to
take trains and
provide
mentoring
services are
secured.

2/3




—£1—

4-3 To facilitate mentors and mentor trainers to utilize the
database

4-4 To collect good practices of mentoring services in
Serbia, BiH and Montenegro

4-5 To share the good practices of mentoring services to
the public

3/3
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Project Title:

PROJECT DESIGN MATRIX (Montenegro)

(Serbia, Bosnia and Herzegovina, and Montenegro)

Implementing Agencies: DDSME
Project duration: 3 years
Project Sites:

Montenegro (Podgorica, Bar, Cetinje and others if necessary)
Target Group : DDSME, BC and SMEs at the project sites

Ver. 1

Project on Establishment and Promotion of Mentoring service for Small and Medium Enterprises in the Western Balkans

Narrative Summary

Obijectively Verifiable Indicators

Means of Verification

important Assumption

<Qverall Goal>
The mentoring service for small and medium enterprises
(SMEs) is maintained and expanded in Western Balkan

1.

Mentoring services are continuously available in the once
targeted area and beyond the targeted area.

1.

Mentoring records

region (Serbia, Bosnia and Herzegovina (BiH), and 2. Number of SMEs receiving the mentoring service has increased | 2. Mentoring records
Montenegro), and SMEs in the region continue to survive by 100% in each country compared to 2015 achievement.
and expand. 3. More than 70% of SMEs which received the mentoring service 3. Evaluation records by
evaluate that their business has been improved through the SMEs
service.
<Project Purpose>
With the establishment of the mentor system and its 1. More than 70% of the mentors improved mentoring ability by 1. Questionnaire to 1. Qualified mentors
implementation, target SME support organizations1 implementing mentor system compared to the starting year of the mentors continue to work as
improve their SME support capacities. Project. mentors.
2. JICA experts evaluate that the target SME support organizations { 2. Questionnaire survey 2. The economic
are capable of modifying the mentoring system strategy/plan, and interview s by situation is not
mentoring implementation guideline, training curriculum and Japanese experts extremely worsen.
evaluation method for mentors by organizations themselves.
<Output>
1. According to the needs and situation of SME in 1 Mentor system strategy/plan, mentoring implementation 1. Documents produced by | 1. Government policy
Montenegro, mentor system is developed and improved. guideline, training curriculum and evaluation method for mentors impiementation bodies on supporting
are developed and revised. SMEs by mentoring
continues.
2. Mentors who provide solutions for SMEs and mentor 2.1 More than 8 persons are newly trained to acquire the ability of 2.1 Questionnaire to 2. Policy on
trainers are produced in Montenegro. conducting mentoring service Japanese experts supporting SMEs
2.2 More than 5 are newly trained to be mentor trainers. 2.2 Training records by mentoring at
2.3 More than 70 % of mentor trainers are evaluated by the 2.3 Evaluation records by target SME support

management/trainees that their ability is high enough to train
mentors.

the management/
trainees

organizations
continues.

1 SME support organizations here means the organizations which provide and/or conduct the mentoring services.
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3. Budget to keep
3. The mentoring service is practiced in Montenegro. 3.1 More than 30 SMEs received the mentor service. 3.1 Mentoring records mentors is
available at target
4. Information and knowledge for strengthening mentoring | 4.1 Meetings for sharing experience among 3 countries are 4.1 Meeting records SME support
service is accumulated and shared among mentors, conducted at least once a year. organizations
implementation bodies and SMEs. 4.2 All mentors meeting is being held every year. 4.2 Meeting records
4.3 Stored mentored cases can be accessed by mentors and 4.3 Access method
implementation bodies. 4.4 List of publications,
4.4 Good practices of mentoring cases are introduced to SMEs seminars or lecture and
through publications, seminars or lectures and media. media appearance.
<Activities> <Input> <Pre-condition>

1-1  To conduct studies of SMEs and SME support
institutions on their situation and capacity(including other
donor support programs) in Montenegro

1-2 To participate in the seminar/workshop organized in
Serbia

1-3 To develop and modify strategy/plan for mentoring
service in Montenegro through discussions with
stakeholders

1-4 To develop and revise the implementation guideline for
mentoring in Montenegro

1-5 To develop and revise the training curriculum for
mentors in Montenegro

1-6 To develop textbooks in Montenegro

1-7 To consider the qualification system for mentors in
Montenegro

2-1 To participate in the lectures for training mentors by the
project team and NARD

2-2 To conduct OJT of mentoring through practicing the
mentoring service in Montenegro

2-3 To select the candidate of mentor trainers from the
trained mentors in Montenegro

2-4 To conduct the trainings for mentor trainers in
Montenegro

3-1 To select the SMEs which receives OJT of mentoring in
Montenegro

3-2 To practice the mentoring service based on output 1
3-3 To conduct evaluation of mentoring service from
companies which received the service

4-1 To share the experience and evaluation of mentoring

(1) Japanese Side

Dispatch of Experts

Travel expenses and allowance for Counterpart Trainings to Japan and other countries
Travel expenses and allowance for Japanese experts

Necessary Equipment and material

Cost for organizing class room training, on-the job training, and seminar/workshop(s)
Cost for local consultants

(2) West Balkans Side (Montenegro)

Services of counterpart personnel and administrative personnel and their cost

Suitable office space with furniture and utility cost for Japanese experts

Training venue of class room training for mentors

Available data (including maps and photographs) and information related to the Project
Travel expenses and allowance for C/P personnel for travel within country

Cost for mentoring service and trainings by Montenegro’s mentor trainers within the country

1. Candidates for
mentors are
clarified

2. Time and budget
for the candidates
to take trains and
provide mentoring
service are
secured.
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service of each country

4-2 To establish the database of mentoring service in
Montenegro

4-3 To facilitate mentors and mentor trainers to utilize the
database

4-4 To collect good practices of mentoring service in Serbia,
BiH and Montenegro

4-5 To share the good practices of mentoring service to the
public
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Assignment of JICA Experts

ent and Promotion of Mentoring Service for Small and Mediu

m Enterprises in the Western Balkans (Serbia, Bosnia

and Herzegovina, and Montenegro)

The Project on Establishm
2013 2014 2015 | 2016 Man-Month
l Hz7 Phase ll Total
. - ase otal
Field Name Phase |l Period
Apr |May [Jun [Jul_|Aug [Sep |Oct |Nov [Dec [Jan_|Feb [Mar 8 [ s B |4
TAK — 202 494
Team Leader M. TAKANO 35 EH 35 27 673 1647
HE EEH E& --L- - - - 147 439
50days 23 29 16 490 1463
with two time travels
Asst. Team Leader /Production |\ 110 - 161] 409
[ control g 22 | 16 31 35 27 537 1363
K &
BIRIE/ EEEE o - - 170 418!
50days| 29days| 29 33days 567 1353
with two time travels with one time travel with one time travel
T [—] 87 229
Human Resource Development M. YAMANAKA 2 2 1 1 200 es
AR/ BB (1) ITE R | s - 147 289
29days| 44days| 29days| 29| 16 490 963
with one time travel | with two time travels with one time travel
- ! " _— 133 356!
Enterprise Diagnosis N. SAKAMOTO 27 27 3 2 27 443 1187
& R 3 - - - - 85 308
23 23 23 16 283 1027
Institutional Development A, Silnitsk — - 84 203
Support e Y 15 27 27 15 280 677
) RE AR FLOBA— - - w - " - 70 189
= 14 14 7 14 7 14 233 6.30
| - Hioroshi ol - 68 223
Start Up Training/ Support T. Ishioroshi 15 2 5 227 743
{smescig T ® - - — 45 201
B 15 23 153 6.70
" _|chinexoGA
| “|Marketing/Project Coordination
—r SRR (2) (SRR e e R ol Bl b 141 141
44days| 29days] 29 16 23 4.70 470
with two time travels with one time travel
@ias ierminal bvaluation E
= I I=E 12 22
Team Leader M- TAKANO Sdays | during the period 7days|during the perit