
1 

TERMS OF REFERENCE 
 

Croatia and Montenegro: Inclusive Tourism Credit Facility – 

Implementation Support 
 

  

1. Background and Rationale  

Tourism is one of the main contributors to countries bordering the Mediterranean Sea: it 

contributes around 10-25 per cent to GDP in total (including spill-overs and indirect 

contributions) and accounts for similar shares of employment. Tourism has experienced 

healthy growth in the past years, but many countries are struggling to maximise benefits for 

their economies, in particular in terms of spreading the benefits to a wider range of economic 

players. Tourism sectors are often characterised by a focus on all-inclusive seaside-places 

which often entails limited tourism expenditure trickling down to local communities, as well 

as high seasonality in revenues. In addition, many hotel operators struggle to find and retain 

qualified workers who meet the increasing expectations of tourists for high-levels of service 

quality.  

To support countries and hospitality operators in addressing these challenges, the European 

Bank for Reconstruction and Development (the “EBRD” or the “Bank”) has approved the 

“Inclusive Tourism Framework in the Eastern Mediterranean” (the “ITFW”).  

 

2. Objectives of the Inclusive Tourism Framework 

 

The ITFW currently focuses on Croatia, Greece, Montenegro, and Turkey. It will comprise two 

main components: investment loans to individual hotel operators will support upgrading of 

infrastructure and facilities, while EBRD will concurrently provide technical assistance to local 

hospitality operators, focusing on (1) improving skills, training provision and equal opportunity 

policies for their employees, and (2) strengthening local procurement.  

The overall objective of the ITFW and the associated technical assistance is to support a 

stronger impact of tourism services in the EBRD’s countries of operations. This ambition 

particularly extends to three aspects:  

 Supporting the establishment or upgrading of training programmes run by hospitality 

operators, focusing on enhancing skills and providing young people with employment 

opportunities in the tourism industry. This could include work-based learning,  

internships, traineeships or apprenticeships based on international best practices that 

should target an appropriate number of young people trained, preferably with accredited 

or certified programmes, as well as promoting  cooperation between educational 

institutions and hotels/hospitality operators;  

 Mainstreaming equal opportunity practices and policies for women and men. This 

includes a needs assessment for, and a subsequent development of the Equal 

Opportunities Action Plan (EOAP) to be implemented by hospitality operators; 

 Strengthening the procurement of locally sourced products in hotels. The primary focus 

would be on food and beverages products for daily consumption in hotels, but it could 

also include textile, beauty products or accessories, as well as handicraft products.  
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As a pilot project under the ITFW an intermediated credit line (the “Facility”) will be provided 

by EBRD to a commercial bank in Croatia (“Erste&Steiermärkische Bank”) for on-lending to 

hospitality operators such as hotels, camp sites, etc. (“the Sub-borrowers”) in Croatia and 

Montenegro. This is expected to significantly increase the outreach of EBRD and the scale of 

its development impact objectives, extending also beyond the type of hospitality operators that 

form EBRD’s usual client group.  

 

In order to measure and monitor the development impact associated with its financing, 

including through the Facility, a framework of quantitative key performance indicators / 

benchmarks (e.g. number of young people trained, number of local suppliers added to 

procurement chains, etc.) was designed by EBRD for the overall portfolio of Sub-borrowers 

benefiting from the Facility, reflected in the loan agreement between EBRD and 

Erste&Steiermärkische Bank.   

 

 

3. Scope of Work  

Under this technical cooperation project (“the Project”) The Consultant will support Facility 

implementation, and specifically will coordinate, deliver and monitor the technical cooperation 

engagement with Sub-borrowers.  

Erste&Steiermärkische Bank may nominate selected eligible tourism clients (“Tourism 

Clients”) to which Erste&Steiermärkische Bank did not and will not necessarily extend 

financing under the Facility, to also benefit from the Project, in the same scope as other Sub-

borrowers to which financing under the Facility is or going to be extended.  

The Consultant will provide technical assistance to the Sub-borrowers and/or Tourism Clients, 

as the case may be, (Sub-borrowers and Tourism Clients jointly referred to as “Beneficiaries”) 

to assist them in becoming more inclusive in their practices and policies, in particular by 

ensuring equal opportunities to young people and women; and/or encouraging linkages with 

local suppliers.  

The Consultant may do this by reviewing the relevant Beneficiary’s existing policies, 

procedures and practices related to the objectives pursued by the Facility as well as collecting 

baseline data, and defining a bespoke Action Plan to be agreed and implemented by the relevant 

Beneficiary in order to improve the Beneficiary’s operations on specific measures. 

 

It is expected that there will be 10-15 Beneficiaries in total, with the majority in Croatia and at 

least 2 in Montenegro. It should be noted that each Beneficiary will not necessarily be involved 

in all aspects of the Project, however, each hospitality operator is expected to be engaged in at 

least one of the aspects.   

 

 

Working closely with Erste&Steiermärkische Bank, Beneficiaries, and EBRD the Consultant 

shall deliver the following: 

1) Conduct base-line assessments and set targets for Beneficiaries to achieve the Facility 

benchmarks (as per Table 1 below); 

2)   Provide technical assistance to Beneficiaries in cooperation with local stakeholders (as 

required); 
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3) Monitor and report on Facility implementation and results, in the context of ITFW as a 

whole. 

 

Whenever possible, the Consultant will develop a standardized approach, which will be 

possible to replicate to the maximum number of potential Beneficiaries. It is expected the 

Consultant will be able to materially scale and replicate their experience as the portfolio of 

Beneficiaries grows.  

 

 

Table 1. Facility key performance indicators / benchmarks 

# Benchmarks 

 

Target/Limit 

1 Number of training and work based learning programmes 

implemented by the Beneficiaries  

At least 6 by 

Dec 2025 

2 Number of young people receiving new/improved target skills 

as a result of training or work based learning programme 

At least 650 by 

2025 

3 Number of young people earning an accredited certification of 

the new/improved target skills obtained as a result of training or 

work based learning programme (if relevant) 

At least 600 by 

2025 

4 Number of the Beneficiaries:  

establishing or strengthening cooperation/partnership between 

private sector and one or more education providers/schools  

or 

engaging in policy dialog to contribute to enhancing the 

education standards on the national level (incl. local 

vocational and technical schools as well as higher education 

institutions)  

At least 4 by 

2025 

5 Number of the Beneficiaries with improved practices on equal 

opportunities  

At least 4 by 

2025 

6 

 

Number of local suppliers of the Beneficiaries to increase from 

the current level 

or  

Volume of locally sourced products by the Beneficiaries to 

increase from current level 

By at least 15% 

by 2025 

or 

By at least 50% 

by 2025 

 

A. Base-line and target setting: 

   

 If deemed to be required for a particular case, the Consultant will be involved by 

Erste&Steiermärkische Bank already at the due diligence/sub-loan preparation stage, 

to secure the required information and gain a basic understanding of the Beneficiaries’ 

staff composition and training practices, as well as procurement practices and local 

suppliers (expected to be done via phone/email);  

 Conduct detailed baseline assessments of current status and needs related to the on-

going skills and employment needs of each Beneficiary , including a comprehensive 

gender analysis to assess the current level of the Sub-borrowers’ equal opportunity 
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practices and policies for women and men as well as desired outcomes of any inclusion 

intervention;  

 Establish the current number of local suppliers and volume of local procurement for 

each Beneficiary, compared to overall procurement, and basic procurement policies 

(centralised versus decentralised, types of suppliers and products) as well as the 

potential for increased local procurement, given local and regional supply side 

constraints. This could entail identifying new products that could be sourced locally, 

identifying new suppliers, expanding volumes, etc.;  

 Establish development impact baseline at Beneficiary’s level as well as target numbers 

that are appropriate with the Beneficiary ’s scale and sophistication of operations, and 

in proportion to the overall Facility targets agreed at the portfolio level (see Table 1);  

 Contribute to the discussion with each Beneficiary on the proposed targets with the 

view of securing their formal agreement towards these targets. 

Expected deliverables: 

 Base-line report is prepared for each Beneficiary; 

 Targets are defined for each Beneficiary contributing to achieving the overall Facility 

targets (see Table 1).  

 

B. Implementation of a technical cooperation assignment promoting skills and 

employability of young people, equal opportunities for women and men, as well as 

expanding or improving procurement from local suppliers, and/or marketing of local 

products. 

 

The Consultant will be expected to become familiar with relevant stakeholders involved in 

Vocational Education and Training (“VET”) provision for occupations and competencies 

within the tourism and hospitality sector in the countries where the Facility is being 

implemented and where Erste&Steiermärkische Bank is extending financing under the Facility, 

and continuously update the stakeholder mapping. These shall include secondary and tertiary, 

public and private providers as well as adult education providers. This mapping shall take stock 

of all established, ongoing and planned initiatives funded privately or publicly (including 

donors funds), including partner businesses, Civil Society Organizations, external training 

providers, accreditation and certification bodies, policy-makers involved in skills development, 

regional, gender and youth inclusion and potential others. The Consultant will also be expected 

to become familiar with the labour market supply of potential trainees with a prospect of taking 

up positions upon training. 

At the level of Beneficiary, the Consultant shall:  

 

 Identify most suitable models of cooperation with partners and facilitate the 

establishment and maintenance of communication and collaboration with the relevant 

training provider/partner in organising internships/apprenticeships/traineeships;  

 Ensure appropriate training content and training materials are available, including the 

revision of existing training materials and/or development of new training programmes. 

In each case, comprehensive packages of teaching and learning materials should be in 
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line with best practices and identified needs of the Beneficiary and should ensure that 

sufficient practical on-the-job training is included. In case a partner education provider 

has been identified for involvement, the training should be sufficient to lead to 

certification; 

 Ensure the desired profile of applicants / participants in the training, work-based 

learning or internship programme is outlined to ensure alignment with operational 

needs and labour market supply, and develop necessary human resource practices and 

protocols, including model contracts and guidelines for mentors; 

 Provide implementation support in ensuring structured and time-bound plans are 

developed, participants are mobilised, training of in- Beneficiary’s mentors is delivered 

and feedback from participants is collected; 

 Facilitate the organisation of the first iteration of the interventions in cooperation with 

relevant stakeholders, providing guidance and steer where necessary, collect structured 

feedback/evaluations from participants of the skills development programmes; 

 In case a Beneficiary’s equal opportunities practices are agreed to be improved: a) 

identify required actions, formulate proposed responses and solutions in the form of an 

EOAP to be discussed, agreed upon, and adopted by the Beneficiary; b) develop 

actionable recommendations with associated costs and training sessions for selected 

employees on equal opportunities in the workplace and across the Beneficiary’s 

operations, based on the UN Women Empowerment Principles (UN WEPs); c) work 

with proposed individuals/teams responsible for implementation to ensure clear 

understanding, senior level buy-in and a sustainable implementation 

 

Expected Deliverables:  

 An Action Plan is prepared specifying the most appropriate partners for training 

provision, based on client capacity and identified needs, e.g. most suitable type of work-

based learning programme to be implemented, as well as an assessment of the current 

level of selected Beneficiary’ equal opportunity practices and policies for women and 

men. Needs to/business case of the benefits in establishing improved equal 

opportunities practices are defined;   

 Memoranda of understanding (MoUs) or other suitable documents outlining concrete 

roles and responsibilities under the proposed cooperation arrangements between the 

Beneficiary and training providers/other partners are prepared for signing; 

 Master guides for trainers and mentors are prepared, including material and exercises 

to be used for the training of mentors, the course completion criteria and scoring 

methodology, training materials for trainees, including presentations, hand-outs, 

exercises, case studies and practice learning assignments as appropriate; 

 EOAP documents and accompanying materials for training of staff are developed for 

and accepted by Beneficiaries. 

The Consultant will also be expected to provide advice to each Beneficiary on how to 

expand or improve procurement from local suppliers, and/or marketing of local products. 

At the level of each Sub- Beneficiary, the Consultant will:  
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 Building on any available existing work in the context of the ITFW (to be provided by 

EBRD), flag key or landmark products for local/regional branding and marketing;  

 Share information on existing local suppliers (contact info, products, volumes, prices, 

quality levels seasonality patterns and existing limitations in terms of processed (vs. 

primary) products).  

 Advise Beneficiaries on how to increase local procurement and provide guidance on 

marketing of local products in their operations (e.g. through restaurants/kitchen 

services, offering day trips to culinary destinations in the vicinity of the hotel etc.). 

 

Deliverables: 

 Data sheets (templates to be provided by EBRD) providing an overview of products 

and suppliers (contact info, volumes, prices, etc.) are completed. 

 

C. Monitoring and reporting  

Throughout the Project duration, the Consultant should liaise regularly with the Beneficiaries 

to ensure continuous monitoring, and reporting of the progress and achievement of the 

respectively agreed benchmarks.  

The Consultant should report to EBRD on a regular basis regarding the individual Beneficiaries 

as well as the progress at the Facility level (aggregating the information of various 

Beneficiaries).  

Deliverables: 

 Assessment report is prepared for EBRD outlining key results with the focus on: 1) 

training delivery progress (and the participants’ evaluations) including gender and age 

disaggregated data based on the baseline as well as highlighting challenges and areas 

for improvement  on an annual basis, 2) progress on development and implementation 

of EOAP, equal opportunities trainings and any other actions, and 3) progress on 

mapping data on local procurement of the Beneficiaries , the identified baseline and the 

ongoing progress with their local procurement, with summary of all recommendations 

provided;  

 Draft final report presented to EBRD at the completion of all agreed tasks, summarising 

the overall achievement of TC activities and monitoring indicators across all 

Beneficiaries under the Facility. Final report prepared for EBRD based on EBRD inputs 

and comments on the Draft report. Final report will include Summary of key lessons 

learnt and key achievements in a suitable format for internal and external dissemination. 

 

 

4. Implementation Arrangements 

The Project is expected to have a maximum duration  of  42 months, starting in Q1 2020. The 

Project will be managed by EBRD’s Financial Institutions team in collaboration with the 

Property and Tourism team, Economics, Policy and Governance team, and Agribusiness team, 

and include team members from all of these teams.  

The EBRD project team will introduce the Consultant to Erste&Steiermärkische Bank and, 

where necessary and possible, other local stakeholders. 
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EBRD and other stakeholders engage (other) consultants for implementation of technical 

cooperation projects in the region in the areas relevant to this Project. To maximise the impact 

of such initiatives, the Consultant will be requested to get familiar with such projects and ensure 

a complementary approach in planning and implementation of the Project, in coordination with 

EBRD. 

The consultant(s) will report on all aspects of the Project to the Bank’s Operational Leader 

(“OL”), while copying other members of the EBRD Project team as advised by the OL.  

The experts appointed by the Consultant to undertake the specific assignments must be 

approved by the OL. The exact timing of deliverables will be agreed in advance with the OL 

as well. 


