Serbia Competitive Agriculture Project (SCAP)

Terms of Reference

Senior Specialist for Agricultural Credit Guarantee Scheme Development (SCAP)

1.  Background
The Serbia Competitive Agriculture Project (SCAP), a US$50 million investment, was approved by the World Bank in December 2019 and ratified by the National Assembly of the Republic of Serbia in February 2020. The project is implemented by the Ministry of Agriculture, Forestry and Water Management (MAFWM). The objective of the Project is to improve access to markets and information systems for agricultural producers in Serbia. This will be achieved through: a) improving productivity of small and medium scale farmers by strengthening advisory and technical support; b) supporting market access of small and medium scale farmers (including finance and business planning capacity); and c) improving government systems to strengthen the enabling environment for all agricultural producers (including capacity building for the Ministry, information systems, and data platform).
The Project is providing financial and technical support to all productive investments in Serbian agriculture through the national rural development program and will not finance direct payments (subsidies). This delimits the scope of Project interventions outside of all IPARD measures that the country has been accredited for or plans to be accredited for, and places it at the center of the national rural development program.
Beneficiaries are small and medium scale agricultural production units (including producers, producer groups, and agribusinesses/agro-processors that can provide direct links to smallholder farmers) that have or can have commercial focus and are not covered by accredited IPARD measures. Although large producers will not be directly targeted, the project will also benefit them with the enabling environment it will create through improvements in information systems and financial services provided. Small and medium-sized producers are defined by the economic size of holding expressed in euros of standard output. For the purposes of this project and in the context of Serbia, small producers are those with an economic size of up to EUR 8,000; medium producers are those with an economic size between EUR 8,000 and 25,000.
The Project activities are structured into three Components. Component 1 focuses on improving the productive and entrepreneurial capacity of small and medium farmers by supporting business and financial planning for productive investments, as well as supporting market access and strengthening sector competitiveness. Component 2 focuses on improving the capacity of the MAFWM to provide core public goods for improving sector performance, including establishing an information system aligned with EU Common Agriculture Policy (CAP) requirements to enable evidence-based policy making and monitoring of results, enhance market information for stakeholders, and build capacity for regulatory roles aligned with the EU CAP. Component 3 focuses on project management.
The Loan Agreement explicitly encourages the facilitation of access to finance, development of risk-sharing mechanisms, and the assessment and development of a public guarantee fund for agricultural loans. Within this framework, MAFWM seeks to operationalize a guarantee scheme leveraging experience from international financial institutions (World Bank, IFC), donor programs (e.g., KfW, GIZ), and other financial sector best practices. Given that access to finance remains one of the binding constraints for agricultural investment in Serbia - particularly among small and medium producers - the development of a viable, bank-integrated credit guarantee mechanism represents a priority deliverable under SCAP’s final phase. This assignment is therefore directly aligned with SCAP’s mandate to strengthen the financial services enabling environment and serves as a cornerstone of the Project’s exit strategy and institutional legacy in the agricultural finance domain.
2.  Objective of the Assignment
The objective of this assignment is to provide dedicated, hands-on expert support for the design and practical implementation of an agricultural credit guarantee scheme in Serbia, with a strong focus on operational readiness, banking sector integration, and sustainability beyond project closure. The Consultant will work in an embedded capacity alongside the SCAP Project Management Team, MAFWM, and the Directorate for Agrarian Payments (DAP) to develop a guarantee mechanism that is technically sound, institutionally grounded, and capable of leveraging donor and IFI co-financing instruments.
The assignment goes beyond conceptual design. It is expected to result in a fully operational guarantee scheme framework - including a validated financial model, defined risk-sharing structures, a banking sector onboarding strategy, and a regulatory and governance pathway - that can be adopted and maintained by the relevant public institutions following SCAP’s closure. The Consultant will play a pivotal role in bridging the gap between international best practice and Serbia’s specific institutional, regulatory, and market context, ensuring that the guarantee scheme is both credible to financial institutions and aligned with the country’s rural development policy priorities.
3.  Scope of Services
Under the guidance of the SCAP Project Coordinator and in close collaboration with MAFWM and DAP, the Consultant will lead the full cycle of guarantee scheme development - from market diagnostics and financial architecture through to institutional setup, bank engagement, and capacity building. The assignment is organized around six priority focus areas, each requiring a combination of analytical work, stakeholder engagement, and practical documentation. Specifically, the Consultant will:
1. Develop and refine guarantee scheme models based on portfolio guarantees, risk-sharing facilities, and blended finance instruments, integrating lessons learned from comparable initiatives supported by international financial institutions and donors (e.g IFC, KfW); including EU-backed instruments such as EaSI guarantee facilities.
1. Conduct financial and risk structuring by defining risk-sharing parameters with banks, default probability assumptions, provisioning models, leverage strategies (target 1:5 – 1:10), and pricing mechanisms aligned with market conditions;
1. Lead engagement with commercial banks, financial institutions, and alternative lenders, and design a bank onboarding model, credit process integration approach, and guarantee approval workflow Engagement with commercial banks and other financial institutions will be iterative, including at least two consultation rounds (an early round to validate key design and product parameters, and a later round to validate operational workflows, onboarding documentation, and implementation readiness);
1. Define the institutional setup of the guarantee mechanism — whether as a standalone guarantee fund, a facility within an existing institution, or a PPP model — and develop the corresponding operational procedures, internal controls, and monitoring system;
1. Apply a market-based approach by drawing on prior experience to identify financing gaps, define target beneficiary segments, and align the guarantee product with real market needs and banking sector expectations;
1. Deliver practical capacity building workshops for key institutional stakeholders and coaching support for the implementation team to ensure readiness for scheme launch and operation;
1. Coordinate throughout the assignment with the SCAP Project Management Team, MAFWM, DAP, and relevant donor and banking sector partners to ensure alignment, quality, and timely completion of all deliverables.
4.  Deliverables, Timelines, and Milestones
The Consultant shall prepare and deliver the following outputs. The assignment is lump-sum with embedded support; the deliverables below serve to anchor expectations and enable monitoring of progress.

	Deliverable
	Description
	Due Date

	Deliverable 1: Inception and Diagnostic Report
	A combined inception and diagnostic report presenting the Consultant’s work plan, methodology, and stakeholder mapping, together with an analytical assessment of the current state of access to agricultural finance in Serbia. Includes an inventory of financing constraints, banking sector readiness for guarantee participation, a review of relevant international models and IFI instruments applicable to the Serbian context, and an initial concept direction for the guarantee scheme. Serves as the basis for alignment between the Consultant, MAFWM, and the World Bank team prior to commencing substantive design work.
	20 days after signing the contract

	Deliverable 2: Guarantee Scheme Concept & Financial Model
	A structured concept paper presenting at least two guarantee scheme model options with a recommended structure consistent with prudential requirements, covering scheme architecture, eligible beneficiaries, risk-sharing parameters, detailed product terms (including, as applicable: eligible borrowers and loan purposes, guarantee coverage and caps, tenor and currency parameters, pricing/fees, lender and borrower obligations, exclusion/eligibility criteria, and additionality principles) and proposed governance arrangements. Accompanied by a validated financial model covering leverage projections, risk simulations, provisioning requirements, and pricing scenarios, designed for review and stress-testing by MAFWM, DAP, and the World Bank.
	40 days after signing the contract

	Deliverable 3: Institutional, Legal & Operational Framework
	A combined document defining the institutional setup of the guarantee mechanism, the governance model, and the regulatory pathway required for its operationalization, including identification of legal, public-finance and financial-sector requirements and proposed amendments where necessary (including assessing credit risk mitigation eligibility under applicable prudential rules and, if needed, design measures to support bankability and compliance). The legal and regulatory pathway shall be presented as an actionable roadmap specifying drafting and approval responsibilities (i.e., who drafts and who approves each instrument), the expected sequencing of regulatory steps, and the key decision points, accompanied by a short Decision Memo format suitable for government-level decision-making. Accompanied by an implementation-ready  operational framework covering end-to-end workflows and procedures (including bank integration processes),  guarantee application and approval mechanism, monitoring and reporting, and explicit claims and recoveries procedures (including timelines, documentation requirements, audit/verification, fraud controls, and recovery-sharing arrangements). The deliverable will also include a risk management and internal control framework (e.g., risk appetite/limits, portfolio concentration limits, reserve/provisioning policy, internal controls, audit arrangements, and management reporting templates) designed to be immediately usable by the administering institution upon scheme launch.

	60 days after signing the contract

	Deliverable 4: Banking Sector Engagement Report
	A report documenting iterative outreach and consultations conducted throughout the assignment with commercial banks and financial institutions, including an assessment of their interest and readiness to participate in the guarantee scheme and consolidated feedback used to refine scheme design. The report will summarize agreed/validated bank onboarding  and credit process integration arrangements and recommendations for guarantee approval workflow and operational interfaces with participating financial institutions.
	90 days after signing the contract

	Deliverable 5: Capacity Building Report & Final Implementation Package 
	A consolidated implementation package comprising the full guarantee scheme model, a launch roadmap with milestones and responsibilities, and a bank onboarding toolkit and templates sufficient to enable rapid onboarding of participating financial institutions. At a minimum, the toolkit will include: (i) a bank onboarding note and process map; (ii) draft template agreements and/or term sheets between the administering institution and participating financial institutions; (iii) bank-facing operational guidance for loan origination, guarantee request submission, approvals, monitoring/reporting, and claims and recoveries; (iv) required reporting templates; and (v) a practical FAQ for participating banks. The deliverable also includes a Capacity Building Report documenting: the training workshops delivered (including their format — in-person or online, as agreed with the SCAP Project Coordinator based on participant availability and logistical feasibility), the number of participants (minimum 15 institutional participants across all workshops), training materials prepared (the costs of training materials shall be covered within the Consultant's lump-sum contract amount) and distributed, and institutional feedback received. At least two (2) workshops shall be organized under this deliverable.
	110 days after signing the contract but not later than 28 October 2026


The selected Consultant shall be paid the lump sum contract amount linked to the deliverables. 
Deliverable Acceptance Procedure
The Consultant shall submit each deliverable to the SCAP Project Coordinator for review and approval. Upon submission, the SCAP Project Coordinator shall review the deliverable within ten (10) working days and either issue written confirmation of acceptance or provide consolidated written comments requesting revisions. The Consultant shall address any such comments and resubmit within five (5) working days. Formal acceptance is constituted by written confirmation from the SCAP Project Coordinator. Approval by the SCAP Project Coordinator constitutes formal acceptance of deliverables for the purposes of monitoring progress, confirming achievement of milestones, authorizing payment, and supporting any further administrative actions required under the Project.
Key Performance Indicators (KPIs)
The following KPIs will be used to assess the quality, timeliness, and impact of the assignment, per deliverable:
· D1: Financing constraints and banking sector readiness mapped; relevant international guarantee models reviewed for applicability to the Serbian context; deliverable accepted by SCAP Project Coordinator without major revisions upon first submission.
· D2: At least two (2) guarantee scheme model options presented with a recommended structure; detailed product terms specified (eligibility, coverage/caps, pricing/fees, tenor parameters); financial model covers leverage projections, risk simulations/ stress tests, and pricing scenarios; concept endorsed by MAFWM, DAP, SCAP and/or the World Bank.
· D3: Institutional setup and governance model defined; legal and regulatory pathway identified with proposed actions (including an actionable roadmap with drafting/approval responsibilities, sequencing, and decision points, and a Decision Memo format for government decision-making); operational procedures documented including bank integration workflows, claims and recoveries procedures, and risk management/internal control framework; deliverable accepted as implementation-ready.
· D4: At least five (5) commercial banks or financial institutions formally consulted and documented through iterative engagement; consolidated bank feedback reflected in refinements to scheme design and bank onboarding arrangements  and guarantee approval workflow proposed.
· D5: Full implementation package with launch roadmap submitted, including bank onboarding toolkit and templates; at least two (2) workshops delivered with a minimum of fifteen (15) institutional participants; training materials prepared, distributed, and feedback documented.
5.  Institutional Arrangements 
The Consultant will be a part of the SCAP Project Management Team and will work under the authority of MAFWM. The Consultant will report to the SCAP Project Coordinator on a regular basis regarding the pace of implementation and will maintain day-to-day technical coordination with the DAP sector for Financial and Credit support.
The Consultant shall be responsible for providing technical inputs and advice as requested and for ensuring the satisfactory quality and timely delivery of all outputs. All deliverables will be submitted in both English and Serbian language. 
Client Inputs and Critical Dependencies
To ensure timely completion and practical implementability of the guarantee scheme, MAFWM/DAP/SCAP will provide the Consultant with the necessary access, coordination support, and inputs. Key client inputs and critical dependencies include:
· Designation of a focal point in MAFWM and DAP for day-to-day coordination and timely consolidation of comments on deliverables.
· Facilitation of meetings and introductions with relevant public institutions and stakeholders (e.g., Ministry of Finance, National Bank of Serbia, banking association), as needed for the institutional and legal pathway.
· Support to convene commercial banks/financial institutions for consultations (including scheduling and invitations), and availability of counterparts for working sessions to validate design choices.
· Provision of relevant documentation and data available to SCAP/MAFWM/DAP to inform the diagnostic and financial model (e.g., pipeline and uptake data for SCAP support programs, portfolio performance information where available, and relevant legal/regulatory texts and internal procedures).
· Timely decisions on key design parameters (e.g., host institution option, governance arrangements, eligible products/beneficiaries, pricing approach) to avoid delays in drafting the operational package.
· Logistical support for workshops (venue or online platform access, participant nominations, and distribution of invitations) and confirmation of workshop dates at least two weeks in advance.
· Timely availability of translation/review capacity to ensure deliverables can be finalized in both English and Serbian within agreed review periods.

The Consultant will also provide ad hoc briefs/updates as requested.
All activities and outputs will be undertaken in accordance with applicable World Bank requirements. To the extent relevant for guarantee scheme design and operation, the Consultant will incorporate appropriate environmental and social eligibility and screening provisions consistent with the Project’s Environmental and Social Standards (ESS) arrangements.
6.  Engagement Modality and Level of Effort
This consultancy is a lump-sum technical assistance assignment with embedded, hands-on support. The assignment is expected to start in  July 2026, and the period of contract implementation will be up to 120 days with an end date aligned with the SCAP closing date of 31 October 2026. Estimated time input: 80 expert days 
1. [bookmark: _GoBack]Duty station: Belgrade (MAFWM/DAP institutions), with in-person work as the default modality to enable iterative drafting, working sessions, and rapid coordination.
1. Flexibility: Remote work may be agreed on a limited basis for drafting tasks, subject to approval by the Project Coordinator and operational needs of the DAP.
7.  Qualifications
The Consultant should possess the following qualifications and professional competencies to successfully carry out the duties outlined in this Terms of Reference.
Mandatory:
1. University degree (minimum Bachelor’s or higher) in economics, finance, business administration, or a related field;
1. At least 8 years of professional experience in financial instrument design, credit or loan portfolio management, agricultural or MSME finance, or banking sector operations, demonstrating progressively responsible and technically complex engagement;
1. Experience in the design, operationalization, or implementation of credit guarantee schemes or similar risk-sharing financial mechanisms;
1. Experience working within or alongside commercial banks, including practical knowledge of credit approval processes, loan portfolio management, or bank-side risk assessment;
1. Experience in designing or implementing access to finance programs in cooperation with international donors or international financial institutions, or related;
1. Demonstrated experience advising public institutions, MSMEs, or agricultural producers on the design and implementation of financial access programs, credit guarantee mechanisms, or investment readiness initiatives, in a structured advisory or project capacity;
1. Proficiency in standard office software (e.g., Word, Excel, Outlook) 
1. Fluency in Serbian and English.
Preferred experience (considered an asset):
1. Experience with EU-backed or IFI-administered guarantee programs (e.g., EaSI, InvestEU, EFSI), at the level of program implementation, reporting, or compliance, is an asset;
1. Experience in financial market development, including work on alternative and asset-based financing instruments such as factoring, leasing, or similar instruments, or related , is an asset;
1. Experience in developing or supporting national financial support programs for businesses in cooperation with public institutions or government bodies, or related, is an asset;
1. Sector-specific experience in agribusiness or agricultural finance, including understanding of financing constraints and market dynamics in the agricultural sector, is an asset.
8.  Confidentiality Statement
All data and information received from MAFWM/DAP/PMT/WB for the purpose of this assignment are to be treated confidentially and are only to be used in connection with the execution of these Terms of Reference.
All intellectual property rights arising from the execution of these Terms of Reference are assigned to MAFWM/DAP. The contents of written materials obtained and used in this assignment may not be disclosed to any third parties without the expressed advance written authorization of MAFWM/DAP.
9.  Selection
The selection procedure will be conducted in accordance with the World Bank’s Procurement Regulations for IPF Borrowers (Consulting Services), Procurement in Investment Project Financing Goods, Works, Non-Consulting and Consulting Services, July 2016, revised November 2017, August 2018, as given in article 7.36 using Open Competitive Selection of Individual Consultants (ICS), 
The Consultant will be evaluated by applying the following evaluation:
1. The Consultant’s required specific experience related to the task (60 Points)
1. The Consultant’s qualifications and general experience (40 Points)
(total: 100 points)
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