
 

Document of 

The World Bank 
FOR OFFICIAL USE ONLY 

 
 

Report No:  

 
 

 

IMPLEMENTATION COMPLETION AND RESULTS REPORT 

TF018661  

ON A 

SMALL GRANT 
 

IN THE AMOUNT OF USD 2.5 MILLION 

TO THE 

 BIOLOGICAL FARMING ASSOCIATION “ELKANA” 
 

FOR 

EMPOWERING POOR COMMUNITIES AND MICRO-ENTREPRENEURS IN THE GEORGIA 
TOURISM SECTOR 

 
 
 

February 8, 2019 
 

 

 

 

 

 

 

 

Social, Urban, Rural And Resilience Global Practice 

Europe And Central Asia Region 

 
 

P
ub

lic
 D

is
cl

os
ur

e 
A

ut
ho

riz
ed

P
ub

lic
 D

is
cl

os
ur

e 
A

ut
ho

riz
ed

P
ub

lic
 D

is
cl

os
ur

e 
A

ut
ho

riz
ed

P
ub

lic
 D

is
cl

os
ur

e 
A

ut
ho

riz
ed



 
 

  



 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

Regional Vice President: Cyril Muller 

Country Director: Mercy Miyang Tembon 

Senior Global Practice Director: Ede Jorge Ijjasz-Vasquez 

Practice Manager: Susan Shen 

Task Team Leader(s): Sophia V. Georgieva 
 



 

ABBREVIATIONS AND ACRONYMS 
 

 
ADM Accountability and Decision Making 

CSO Civil Society Organization 

ESMP Environmental and Social Management Plan 

GDP Gross Domestic Product 

GEL Georgian Lari (national currency) 

GNTA Georgian National Tourism Agency 

GRM Grievance Redress Mechanism 

ICR Implementation Completion Report 

IDP Internally Displaced Person 

ISR Implementation Status Report 

IPF Investment Project Finance 

JSDF Japan Social Development Fund 

LG Local Government 

MDF Municipal Development Fund 

MSME Micro, Small, or Medium Enterprise 

MIS Management Information System 

NEET Not in Employment, Education, or Training 

NGO Non-Governmental Organization 

PDO Project Development Objective 

RPF Resettlement Policy Framework 

TSA Targeted Social Assistance 

USD United States Dollars 

 
 
 
 



 

 

 
 
 

TABLE OF CONTENTS 
 

DATA SHEET ....................................................................... ERROR! BOOKMARK NOT DEFINED. 

I. PROJECT CONTEXT AND DEVELOPMENT OBJECTIVES ....................................................... 4 

II. OUTCOME ...................................................................................................................... 8 

III. KEY FACTORS THAT AFFECTED IMPLEMENTATION AND OUTCOME ................................ 15 

IV. BANK PERFORMANCE, COMPLIANCE ISSUES, AND RISK TO DEVELOPMENT OUTCOME .. 17 

V. LESSONS LEARNED AND RECOMMENDATIONS .............................................................. 19 

ANNEX 1. RESULTS FRAMEWORK AND KEY OUTPUTS ........................................................... 24 

ANNEX 2. PROJECT COST BY COMPONENT ........................................................................... 34 

ANNEX 3. RECIPIENT, CO-FINANCIER AND OTHER PARTNER/STAKEHOLDER COMMENTS ...... 35 

ANNEX 4. SUPPORTING DOCUMENTS (IF ANY) ..................................................................... 36 

 
  



 
The World Bank  
Empowering Local Community Entrepreneurs (P146123) 

 

 

 
  

 Page 1 of 38  

     
 

 
       
 

DATA SHEET 

 

BASIC INFORMATION 

 
Product Information 

Project ID Project Name 

P146123 Empowering Local Community Entrepreneurs 

Country Financing Instrument 

Georgia Investment Project Financing 

Original EA Category Revised EA Category 

Partial Assessment (B) Partial Assessment (B) 

 

Organizations 

Borrower Implementing Agency 

Elkana Elkana 

 

Project Development Objective (PDO) 
 
Original PDO 
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and medium-sized enterprises in the tourism sector and (ii) implement small works in the vicinity of cultural 
heritage sites. 
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I. PROJECT CONTEXT AND DEVELOPMENT OBJECTIVES 

 

A. CONTEXT AT APPRAISAL  

 
Job creation is one of the key drivers of poverty reduction in Georgia. In 2015, despite substantial reforms, almost half 

of Georgian population remained vulnerable to falling into poverty. At the same time, the availability and quality of job 

opportunities were scarce. This challenge is especially pronounced in rural areas, and among certain sub-groups of the 

population such as women-headed households, youth, IDPs, persons with disabilities, ethnic minorities, and socially-

vulnerable households.  

In response to this challenge, the Empowering Local Community Enterpreneurs Project focused on the tourism and 
hospitality sector in Georgia in order to promote more diversified rural livelihoods, build onto existing traditional skills 
and knowledge and leverage them for income generation. In Georgia, poverty is mainly rural with a large share of the 
poor being self-employed in agriculture. Because of this, the development of other sources of livelihood can be 
transformational for reducing poverty and bosting shared prosperity in rural areas. Kakheti and Imereti regions were 
selected to benefit from the project due to complementarity with the two World Bank financed lending operations - 
Regional Development Project (RDP, IBRD loan of USD 57.27 million, completed in December 31, 2017) and Second 
Regional Development Project (RDP II, IBRD loan of USD 9 mln and IDA grant of 30 mln, scheduled to completion in 
December 31, 2019), which focused on upgrading of tourism infrastructure in these two regions. The current Project was 
financed from JSFD grant of USD 2.5 million and was focused on providing direct benefits to people and communities to 
enhance their ability to benefit from tourism development.    

Benefits from tourism for rural communities and vulnerable groups of population, however, are contingent on these 
groups having the assets and skills to attract revenues from the sector.  Entrepreneurship can be particularly effective 
for inclusive income growth. Research among micro and small entrepreneurs in Georgia shows a high share of business-
owners with primary or professional education who belong to a group that is often disadvantaged in completing for 
formal jobs. It also shows that the high share of self-employed rural population can present an entrepreneurship 
resource but faces important barriers.1 Among these are fear of failure and low motivation, reluctance to take financial 
risks and invest in training, and low trust in institutions. While close to half of small businesses in tourism and hospitality 
in Georgia are owned and operated by women, women face some additional barriers for business growth – in particular, 
limited access to finance (women are 20 percent less likely than men to have a bank account, and 17 percent less likely 
to take a loan).2 

This Project aimed to improve the skills and household income, and support job opportunities for targeted poor and 
vulnerable groups in the tourism and hospitality sector in Kakheti and Imereti regions. To make it happen, the Project 
provided a range of customized training courses, as well as small grants of up to USD 2,000 to help micro, small and/or 
medium-sized entrepreneurs (MSMEs) to start and/or expand their activities. It also invested in small community 
infrastructure in the selected communities. The Project had a strong element of social and economic empowerment with 
100 percent of beneficiaries representing a disadvantaged or vulnerable groups (youth not in employment, education or 

                                            
1 Academic Swiss Caucasus Net (ASCN); Economic Policy Research Center (EPRC). 2015. “The Emergence and Evolution of 
Entrepreneurship in Georgia: Results of a Two-Year Longitudinal Survey of Self-Employed, Micro, and Small Firms” Tbilisi, 
Georgia.  
2 World Bank. 2017. South Caucasus Gender Assessment Technical Assistance: Value Chain Selection. 
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training (NEETs), internally displaced persons (IDPs), persons with disabilities, families with many children, pensioners, 
and socially vulnerable families). Women-led businesses comprised 75 percent of beneficiaries, which reflects the 
already high share of women entrepreneurs in tourism services.   

The Project was implemented by the Biological Farming Association “Elkana” and financed with a grant from the 
Government of Japan (Japan Social Development Fund, JSDF). The Project was governed by a Steering Committee 
chaired by Enterprise Georgia and comprising members from the Municipal Development Fund (MDF), the Governor’s 
Office of Kakheti and Imereti, the Georgia National Tourism Administration (GNTA), and the Ministry of Internally 
Displaced Persons from the Occupied Territories, Accommodation and Refugees of Georgia. 

Project rationale and alignment with country strategy. At its approval the Project was closely aligned with the World 

Bank Group’s Country Partnership Strategy (CPS) for Georgia for 2014-2017. Specifically, it contributed to its second  

focus area: enabling job creation by the private sector. Alignment with the country program was also ensured by focusing 

on the tourism and hospitality sector which was supported by the Bank through multiple channels: regional development 

investment lending operations, analytic and advisory services, and International Finance Corporation (IFC) investments. 

In addition, the Project made an important contribution to the CPS gender goals by encouraging female entrepreneurship 

(women were one of the target groups for receiving entrepreneurship training and grants). 

Theory of Change. The project invested in two main areas: (i) capacity building and grants for micro small and medium 
enterprises (MSMEs; and (ii) capacity-building and grants for communities to improve public infrastructure. Both areas 
of investment were meant to contribute to the two key outcomes of improving household incomes and generating 
employment for poor and vulnerable beneficiaries. Amid the trend of rising tourism flows in the country, the direct 
support to entrepreneurs in this sector would enhance the resilience of households and allow them to reap greater 
benefits from this sector in the longer term.  Figure 1 below illustrates the key activities and their expected outputs and 
outcomes.   
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Figure 1. Project activities and outcomes 

 

 

Project Development Objectives (PDOs) 
The objective of the Project is to support employment generating and increase in household incomes for targeted poor 
and vulnerable communities in the Kakheti and Imereti regions by helping them to (i) start/grow micro, small, and 
medium-sized enterprises in the tourism sector and (ii) implement small works in the vicinity of cultural heritage sites.  

        Key Expected Outcomes and Outcome Indicators 
 

The key project outcomes are supporting employment generation and increasing household incomes for 

disadvantaged and vulnerable groups in Kakheti and Imereti regions.  The project pursued these outcomes by providing 

customized group and individual training to existing and potential micro and small businesses. Micro-grants of up to USD 

2,000 were distributed to help MSMEs   Additionally, improving local community infrastructure through small works in 

public areas in the vicinity of cultural heritage sites. 

• Support employment generation: 761 new jobs were created as a result of the project. These include primarily 

jobs within the supported MSMEs businesses. Some temporary jobs were also created for implementation of 

small public works under the community grants component.   
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• Increase household incomes: The project supported the start or expansion of 596 MSMEs. On average, the 

household incomes of beneficiaries increased by 24.5 percent as reported in the beneficiary survey.   

Neither the PDO or any of the results indicators were changed during the life of the project. 

 

Components 
 

The Project had five components with cost distribution as follows: 

Component I: Market, MSMEs, and Gender Assessment 

This component financed a market and gender survey which assessed key gaps in services, demand and expectations 
from tourists in the two target regions, and barriers for female entrepreneurs. They survey informed the content of 
training provided under component II.  

Component II: Technical Assistance and Capacity Building 

This component financed a series of training activities for target entrepreneurs, both group trainings and individual 
consultations. It included training in core entrepreneurship competencies such as financial planning, accounting, 
taxation, preparation of business plans, as well as training specific to the tourism industry, i.e., catering better to 
tourist expectations in the target regions.  

Component III: Access to Finance (Matching Grants) 

This component provided small grants of up to USD 2,000 to micro, small, and medium enterprises owned by target 
beneficiaries.  

Component IV: Grant Facility for Community Sites Improvement 

This component provided grants of up to USD 20,000 to finance small-scale public infrastructure in target communities.  

Component V: Impact Evaluation and Project Management 

This component financed project operating costs and the establishment of a management information system, which 
also supported the recording of grievances. 

Table 1. Planned and Actual Expenditures per Component, USD 

Component Planned Expenses 

(USD) 

Actual Expenses 

(USD) 

Component I: Market, MSMEs, and Gender Assessment 82,680 54,572 

Component II: Technical Assistance and Capacity Building 220,800 158,058 

Component III: Access to Finance (Matching Grants) 1,080,000 1,088,740 

Component IV: Grant Facility for Community Sites Improvement 741,520 684,117 
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Component V: Impact Evaluation and Project Management 375,000 403,887 

TOTAL 2,500,000 2,389,374 
 

 

II. OUTCOME 

 

 

Assessment of Achievement of Each Objective/Outcome 

 
 

The PDO can be unpacked into two parts: (i) increased household incomes for disadvantaged and vulnerable households 

in Kakheti and Imereti regions, and  (ii) employment generation for disadvantaged and vulnerable households in Kakheti 

and Imereti regions.  

Achievement of the first objective – increase of household incomes for disadvantaged and vulnerable households in 

Kakheti and Imereti regions - can be rated as High. This objective was achieved through provision of training and capacity-

building to improve skills of entrepreneurs, and provision of MSME grants to be invested in the business. The provision of 

community grants also indirectly contributed to increase in household incomes due to the impact of improved public 

infrastructure on encouraging greater tourist inflow in project communities.   

The project was successful in improving skills and increasing incomes for its direct beneficiaries: MSME owners and 

their households. The Project supported the start or expansion of 596 MSMEs. One fifth of the supported MSMEs were 

start-up businesses, while the remaining 80 percent were existing micro and small enterprises. All beneficiaries 

represented a poor or vulnerable group (see Figure 2). In total 75 percent of the MSMEs were owned by women, owing 

in part to the eligibility criteria established for the grants, and in part to the nature of tourism and hospitality business 

where female ownership tends to be higher compared to other sectors3. Close to half of the beneficiaries (47 percent) 

engaged in producing art and souvenirs, 26 percent were owners of guest houses, and 27 percent engaged in other 

businesses, for example tour guide services, operating a restaurant or winery.  

 

 

 

 

 

 

 

                                            
3 World Bank. 2017. South Caucasus Gender Assessment Technical Assistance: Value Chain Selection. 
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Figure 2. Distribution of beneficiaries by characteristics of vulnerability 

 

Source: Elkana Management Information System, presented in Outcome Evaluation report.  

Incomes of entrepreneurs and their household increased on average by 24.5 percent in the course of the project. 

Beneficiaries also deemed the skills gained under the project directly applicable to improving profits of their business: 

learning better marketing techniques, offering additional products or services based on market demand, setting prices 

that better reflect their time and labor cost, etc.  

Given the profile of the targeted beneficiaries, the project provided an important contribution to reducing the 

vulnerability from falling into poverty. Prior to the project, 94 percent of beneficiaries lived close to the international 

poverty line of USD 2.5/day. The analysis of the survey data collected by the project on their beneficiaries’ incomes 

showed that 27% of families had family incomes below the subsistence level. In effect, majority of beneficiaries were 

households living close to but not under the minimum subsistence level. The project faced the additional challenges with 

attracting beneficiaries, who qualified for targeted social assistance (TSA), due to fear of losing the assistance. Only 6 

percent of the final beneficiaries fell in this category. TSA recipients who chose to participate in the project were mostly 

ones who had other options of social assistance (a disability pension, IDP allowance, etc.) to fall back on in the event the 

business does not generate sufficient profits. 

Achievement of the second objective – support employment generation for disadvantaged and vulnerable households 

in Kakheti and Imereti regions - can be rated as Modest. This objective was achieved through training and financial 

support for MSMEs to expand their business and consequently open new job opportunities within their communities.   

The Project contributed to a substantial increase in MSME jobs; yet lower than the originally set target. Entrepreneurs 

supported by the project contracted between 1-2 new employees during the course of the project. Thus 761 new jobs 

were created. Although this fell short of the initial target of 2,700 new jobs, the increase in employment still constituted 

100 percent increase in staff for the majority of businesses. Given that the project targeted small individual- or family-

based enterprises the original target proved unrealistic. It should be noted that some beneficiaries, who had previously 

developed their products as a hobby or side activity, converted those into a main economic activity in the course of the 
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project. Turning a part-time activity into a full-time business was not recorded as creation of ‘new job’ for the main 

beneficiary (business-owner), although it constitutes the same impact for individual entrepreneurs.  

In addition to MSMEs, in the course of the project 37 communities benefitted from improvements in public areas via 

community grants. These grants were preceded by community mobilization activities and participatory exercises by way 

of which communities selected a list of priority investments, and “community profiles” were prepared. Based on these 

profiles, a call for proposals was issued to local and national NGOs, who in turn received funding to implement the grants. 

Twenty communities in Kakheti and seventeen in Imereti benefitted from grants; activities included arrangement of 

lighting, visitor signs, addition of garbage bins, marking of hiking trails, arrangement of picnic and camping spaces, 

rehabilitation of public parks and museums, among other.  

As per project criteria and in order to increase ownership by local authorities, all municipalities made a contribution to 

the community improvement projects and formally expressed their commitment to maintain the infrastructure built 

under the project. The municipal contributions were detailed in the budget submitted to Elkana, signed by the respective 

head of municipality. Municipalities also provided letters, confirming they would cover costs according to budgets and 

take further responsibility to maintain the infrastructure. After completion of each project, the ownership was transferred 

to respective authority and delivery-acceptance acts were signed by applicant organizations and municipalities / their 

structures. The documents were kept by Elkana and were included in the financial audit of the project. 

The contribution of the community grant works to the PDO objectives of raising incomes and improving employment 

could not be assessed directly. The community grants were aimed to improve the attractiveness of these settlements for 

tourists, which can in turn increase revenues of local businesses. In addition, they helped improve daily life for local 

residents. While public works generated some short-term employment, they did not necessitate the hiring of permanent 

municipal staff for maintenance, as most maintenance activities could be performed by existing employees. The main 

value added of the community grant component was in: (i) capacity for community members and local government 

officials in collective prioritization and planning; improving dialogue among local government (LG), citizens, and 

NGOs/CSOs and increasing the commitment and ownership of LG in maintaining better public areas; and (ii) the medium 

and long-term potential of increased tourism flow to the targeted settlements beyond the main heritage sites.  

The project was successful in targeting disadvantaged and vulnerable groups. Vulnerability criteria included a range of 

characteristics, such as women and women-headed households, persons with disability, IDPs, pensioners, youth NEETs 

(not in employment, education, and training), families with many children, and socially vulnerable families, i.e., recipients 

of social assistance. While the project faced some challenges with attracting vulnerable groups for entrepreneurship 

activities, it managed to meet and even exceed its target with 2,091 beneficiaries of training and capacity-building, and 

596 MSMEs supported with small grants of up to USD 2,000. Out of 596 MSME grantees, 445 were women. Similarly, out 

of 2,091 trainees, 1,529 were women.  In addition, the project supported 110 youth NEETs; 102 pensioners; 31 parents 

with 3 or more children; 22 recipients of social assistance; 19 IDPs; 17 single parents; and 13 persons with disabilities. The 

project also reached out to beneficiaries in Pankisi gorge, the majority of whom represent Kist and Chechen minority. 
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Overall Outcome Rating 

 
Relevance of the project is Substantial. The project interventions remained highly relevant to the country’s development 

context. The importance of tourism to the country’s economic development grew substantially during project 

implementation. The number of foreign visitors to Georgia increased from 6.3 to 7.9 million between 2015 and 2017. The 

contribution of tourism to the country’s GDP doubled during the same period.4 . As diverse destinations within the country 

are gaining popularity, tourism promises not only to be an important driver of jobs and incomes, but also an important 

contributor to reducing spatial disparities. The Project also responded to the tourism-related provisions of  the EU-Georgia 

Association Agreement which are “strengthening the development of a competitive and sustainable tourism industry as 

a generator of economic growth and empowerment, employment” (Article 328). The project targeted poor and vulnerable 

beneficiaries in Kakheti and Imereti regions where 20% and 14% of the population, respectively, relies on  social assistance 

benefits. The project contributed to enhancing empowerment and self-reliance of households in a context where few 

other programs offer targeted benefits to vulnerable MSME owners.  

Certain assumptions made at project preparation were not realistic. Specifically, the assumption that MSMEs would 

generate on average four new jobs was overestimated as small family-based businesses of 1-2 employees were not in a 

position to expand their staff to more than 100 percent. Moreover, the grant amount of USD 2,000 was not sufficient to 

generate such significant expansion of the business. The assumption that community grants would generate 

approximately 700 jobs was also not realistic. Maintenance of community infrastructure would be ensured without 

additional staff in the municipality.  

                                            
4 Georgian National Tourism Agency 
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Efficacy of the project is Substantial. Out of six PDO targets four have been exceeded, one has been met in a timely 

manner, and one was not achieved (see Table 1).  

Table 2. Achievement of PDO indicators 

PDO Indicator  Target Result at Completion 

# MSME started or expanded 500 596 

# new jobs created 2,700 761 

increased monthly income of 
participating households 

20% 24.5% 

# persons benefitting from 
technical assistance 

500 2,091 

# community sub-grants 
implemented 

35 37 

Market and MSME/Gender 
assessments conducted 

Yes Yes 

 

The target for new job creation was not achieved, yet the project had a significant impact in raising employment 

relative to the size of supported MSMEs. The following factors played a role in under-achievement of this target and 

suggest that it was overestimated at the outset of the project: (i) the targeting choice of the project and profile of 

supported MSMEs; (ii) the interpretation of the indicator as new jobs created, which excludes business-owners and 

household members; (iii) an overestimation of new jobs to be created as a result of community grants.  

Firstly, the project maintained its focus on targeting poor and vulnerable groups. The majority of these beneficiaries 

run very small individual or household-based businesses, e.g., producing a specialized craft, running a family guest 

house, etc. Moreover, less than half of the beneficiary MSMEs were registered as an enterprise, and 53 percent were 

natural persons. The wide majority of those who were registered, were registered as individual entrepreneurs. For 

such MSMEs a significant expansion of new employment within the timeframe of the project would not have been 

profitable. Still, MSMEs expanded employment by 1-2 persons on average, which for many constituted 100 percent 

increase.  

Secondly, the indicator was designed to capture new jobs created within MSMEs but not self-employment of the 

business-owners themselves. Case studies and stories collected through the project evaluation suggest that for 

many beneficiaries the MSME activity prior to the project was practiced as a side activity (renting out rooms to 

tourists, making art and crafts for occasional sale). In the course of the project these have begun to evolve into a 

more mainstream business activity.  The impact of the project on offering a more stable self-employment option for 

beneficiaries and their families is an important one, even though it does not constitute ‘new’ employment. 

Thirdly, the project overestimated the number of jobs that can be created via community grants. While some 

temporary employment was generated via small public works no new jobs within municipalities were created for 
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maintenance of the newly renovated infrastructure. In all cases, municipalities assumed ownership of the 

infrastructure and committed to maintaining it with existing personnel.  

Overall, the project was successful in the outcomes sought despite its under-achievement on one of the PDO 

targets. Maximizing impact on the incomes and employment of poor and vulnerable beneficiaries implied a certain 

trade-off. Rather than funding more mature businesses that could have generated more job positions, the project 

maintained its focus on funding disadvantaged groups in order to empower and enhance self-reliance among 

potential new entrepreneurs.  

Efficiency of the project is Substantial. Project results were delivered mostly in an efficient manner. The project 

operating costs were about 5% of the total budget (half of which were the transportation costs), while administrative 

costs such as the costs of audit, accounting, financial and procurement consultants were about 5.4%. Providing a 

grant of 2,000 USD to each beneficiary (about 1.1 mln USD for all beneficiaries) resulted in 27% increase in their 

families’ incomes, which would have yielded 37% return on investment annually. This can be considered as cost-

effective especially when the benefits of the provided financing and capacity building activities are likely to be 

continued in the years to come. Regarding the capacity building activities, the direct cost of delivering training 

sessions for each micro-entrepreneurship training participant5 was about 80 USD (per training), while the cost for 

local and regional NGOs capacity building events was about 1,070 USD per each NGO (15,000 USD was spent on 

capacity building of 4 regional and 10 local NGOs).  

 

Based on the above, the overall outcome rating is Satisfactory. 

 

 

E. Other Outcomes and Impacts 

 
 

The MSME matching grants component contributed to the social and economic empowerment of 596 poor and 

vulnerable individuals, their families, and communities. As the tourism industry gains speed in Georgia individual 

entrepreneurs are not always best placed to benefit from its revenues. Moreover, many citizens with unique skills 

relevant to the tourism industry – such as art and culture, producing traditional crafts – lack the confidence and 

knowledge to turn their skills and talents into an income-generating opportunity. The project has given both the 

financial boost and confidence via continuous technical support for such individuals to transform their activities and 

hobbies into a source of livelihood.  

                                            
5 These costs include the direct costs related to the trainers, TOT sessions, training materials, etc. and exclude staff costs, 
operating and administrative expenses. With the latter costs the training costs per participant will be higher.  
In total 2075 training participants attended various micro-entrepreneurship related training sessions on which about 145,000 
USD was spent. The number of beneficiaries to business proposal writing sessions was about 800 applicants and additional 50 
plus beneficiaries who did not submit the proposal but expressed an interest in the project initially and attended the training 
sessions. Later most of the project beneficiaries who received financing (about 550 people) attended at least one more topic-
specific training session. 
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The project contributed to closing gender gaps in entrepreneurship by prioritizing investments in female-owned 

businesses. Seventy-five percent of the supported MSME owners were women. This was made possible, on the one 

hand by Including women as one of the targeted beneficiary groups, and on the other hand, by the application 

requirements  and small size of grants which allowed for informal and micro business to be include in the training 

and grant program. In addition, the gender assessment conducted at the project outset help to identify specific 

barriers faced by women entrepreneurs and to address those during trainings and individual consultations with 

beneficiaries. For example, the assessment found that women entrepreneurs were allocating less time on developing 

their business due to other household responsibilities. Time prioritization and enlisting more household help  was 

one of the topics of discussion during capacity-building activities.    

The project contributed to filling an important gap in knowledge and capacity of micro and small entrepreneurs 

representing vulnerable groups.  The project supported beneficiaries who would otherwise not have the 

opportunity to access funding from other sources (e.g., Enterprise Georgia) as the latter would require a more 

mature business. For a portion of the beneficiaries, the project served as a stepping stone, which by project’s end 

allowed the business to access other sources of funding and expand further. Yet, for another part of beneficiaries 

that remained small and family-based the project provided the skills and confidence to continue that the activity 

can be an important source of income - either main or supplementary - in the short and medium term even if 

immediate expansion is not intended.  

The project generated knowledge and training materials that proved to be highly relevant to the needs of micro 

and small businesses in the tourism and hospitality industry. The market survey conducted at the beginning of the 

project reviewed tourists’ expectations and barriers faced by small businesses in the sector. The recommendations 

of this assessment informed the preparation of training modules tailored for different types of businesses. These 

were provided in addition to standard modules on accounting/bookkeeping, taxation, writing of business proposals, 

etc. Beneficiaries expressed very high satisfaction with the usefulness of training materials. These tools can be 

updated and/or replicated in other similar initiatives and in other parts of the country.  

  The project helped to improve trust in NGO-led programs. During the final evaluation interviews and discussions 

beneficiaries shared that initially they did not have a lot of trust towards the project. They feared that grant selection 

will not be transparent and/or that they will eventually have to repay grant funds. As they witnessed others in the 

community benefit from the project, and became more familiar with the regional project coordinator, their trust in 

the project increased and the project saw a significant rise in applicants for training and grants.   

  The capacity of local NGOs to initiate and manage projects with community mobilization and public works 

components was also enhanced as a result of the project. While municipalities assumed ownership and 

maintenance responsibilities of the public works that were implemented under Component IV, the works 

themselves were initiated and carried out by non-state organizations.  Many such NGOs have previously lacked 

experience with procurement and supervision of public works; the project supported them by hiring additional 

experts (engineers). Still, local NGOs and community-based organizations gained some experience in implementing 

public works and demonstrated that improvements in the public space can be initiated at the grassroot level. NGOs 

and CSOs are likely to initiate more diverse and creative activities that complement Government investments and 
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that address directly the needs of tourism-related businesses, e.g., development of hiking trails, arrangement of 

camping and picnic spots, among other. 

  Lastly, the project developed a strong and comprehensive feedback and grievance redress system that can serve 

as good practice example for other projects in the country. At initial stages of the project Elkana established an 

MIS system. In it all feedback, questions, and complaints - collected via multiple channels - were recorded. The, 

project management team had real-time information on the status of questions and grievances. At project 

completion, the GRM system had recorded feedback from 195 persons; of these 95 were requests and inquiries; 55 

comments of appreciation; 40 complaints; and 5 were advice and recommendations. All feedback was responded 

to and grievances were resolved prior to project ending.  

 

 

III. KEY FACTORS THAT AFFECTED IMPLEMENTATION AND OUTCOME 

 
Key Factors during Preparation  

 
Certain assumptions during project preparation did not prove to be realistic. For example, the target value of 
the PDO indicator on new jobs created was set at unrealistically high level, considering the types of small family-
based businesses which were supported by the project. While the project targeted creation or expansion of 
medium, small, and micro-enterprises6 it also introduced and strictly enforced eligibility criteria to tailor its 
support to vulnerable groups. As a result, the wide majority, 99 percent of final beneficiaries, were in the category 
of individual entrepreneurs and natural persons. By definition these types of businesses do not contract formal 
employees. They may engage family members as well as employ others on temporary service contract. The trade-
off between targeting poor and vulnerable beneficiaries, and making a significant contribution towards new job 
creation, was not elaborated sufficiently during project preparation. This contributed to a Modest achievement 
of the PDO objective on employment generation.   
 

 
Key Factors during Implementation 
 
Negotiations with and commitment of local government was one of the key factors affecting implementation 
of the community grants (Component IV). Local elections and turnover in local government caused some delays 
in decision-making. Proof of land ownership for municipal projects caused further delays, as land registration had 
not been fully completed in the project areas, while certificate of municipal ownership was required as per Bank 
safeguard policy. Clarifying land ownership took on average 3-6 months, which caused some gaps in momentum 
and/or commitment from LG or the implementing NGO; 15 applications were dropped due to this reason. Despite 
the lengthy process all land registration was duly completed for the grants which were eventually financed.  
 
One more factor affecting implementation was the eligibility constraints faced by vulnerable beneficiaries, in 

                                            
6 Medium enterprises are defined as employing 50-250 persons, small enterprises as employing up to 50 persons (Geostat). 
Micro-enterprises may be run by individual entrepreneurs or natural persons; these types of enterprises can enter into service 
contracts but not formally hire employees.  
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particular recipients of targeted social assistance (TSA). TSA beneficiaries were one of the target groups for the 
project; however, many of them were afraid that receiving a one-time entrepreneurship grant will cause them 
to lose a steady social assistance benefit and the latter may be difficult to reestablish. In the need, only 6% of 
MSME grant beneficiaries were TSA recipients, and all of these had the option of an additional social transfer – 
IDP or disability allowance. In a few cases, TSA recipients requested a letter from their social agent that they will 
not lose social assistance payments if they participate in the program.7  
 
Positive factors affecting implementation included consistency within Elkana team and the strong MIS system 
established at the outset of the project. While there was a relatively high turnover of TTLs from the Bank, there 
was no turnover within the Elkana team with the exception of one regional coordinator. This contributed to 
building trust within the beneficiary communities and allowed for continuous improvement of project 
procedures. The investment in a strong MIS system at the beginning of the project made it possible to receive 
real-time information on all activities; this was essential given the high number of small grants. The MIS system 
was also tailored to register any feedback and grievances, effectively serving as a grievance log.  
 
At the same time, the project failed to put in place a contingency mechanism in the event that some grantees 
do not present evidence of proper use of funds Lack of contingency transferred full liability onto the 
implementing agency. This led to introducing greater barriers for applicants in the latest batch of grants as Elkana 
switched to financing on a reimbursement basis to minimize its financial risk. It was recognized that the time 
required for taking non-compliant grantees to court may substantially exceed the project implementation period. 
 
Changes Made During Implementation 
 
During the first half of the project implementation period a number of changes were made to simplify 
procedures and address implementation bottlenecks. The project experienced a slow start disbursing only 13.6 
percent of funds in its first year. The World Bank and Elkana agreed to make some modifications to adapt to the 
local context and the nature of supported activities. This allowed for disbursements to double in the second year. 
Still, given the three-year duration of the project, the speed was disbursement was rather low. A six-month no-
cost extension was pursued to allow Elkana to take advantage of improved procedures and achieve most PDO 
indicator targets.  
 
Key changes made by Project mid-term were:  

(i) simplifying procurement procedures to allow beneficiaries to purchase goods directly – initially, 
Elkana was meant to procure all goods for beneficiaries. Given the variety of materials, specialized 
knowledge, and fairly restricted market required for the supported MSMEs, procurement by Elkana 
under Competitive Shopping rules was deemed unrealistic. The procurement procedures therefore 
were changed to allow beneficiaries to purchase own goods by themselves and provide invoices to 
Elkana. The risk of improper use of funds was minimized by strict controls, frequent communication 
between Elkana and beneficiaries, and phasing of grants in two tranches with the second tranche 
being contingent on proof of proper utilization of the first tranche. 

(ii) simplifying the application process for grants – MSME grant application requirements, which 

                                            
7 For example, a beneficiary in Imereti, a father of seven, who bought a horse to rent to tourists requested a guarantee that the 
household would not lose social assistance on the account that small seasonal income from tourism will not be enough to 
sustain the family.  
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originally entailed a two-stage submission of concept note and business plan, were reduced to a two-
page application form. It allowed the project to better tailor itself to the targeted vulnerable 
beneficiaries and be better aligned with the size of grant (up to USD 2,000).   

(iii) outsourcing of business training to third party organizations – training events were meant to be 
conducted by the project staff; Elkana had contracted two international experts to develop training-
of-trainers curriculum, which could then be delivered further by their project coordinators. However, 
by mid-term stage it was clear that the intensive outreach required to advance both components III 
and IV did not allow the project staff for sufficient time to implement training events as well. Elkana 
followed World Bank recommendation to contract a service provider for delivery of all trainings. This 
allowed its staff, among other tasks, to advance implementation of component IV.  

(iv) adjusting eligibility and the ceiling for community grants – after receiving a first round of applications 
by target NGOs to implement community grants under component IV, it was recognized that small 
local NGOs lack the technical, fiduciary, and safeguard capacity to manage even small infrastructure 
propjets. In order to attract higher-capacity NGOs, Elkana allowed submission of more than one 
application per NGO and raised the ceiling from USD 10,000 to USD 20,000 per community grant.  
This helped the project to move from only 1 grant implemented at mid-term to having 37 grants 
implemented at the project closing (exceeding the original target of 35).  

(v) adding technical/engineering capacity to the project team to facilitate implementation of community 
grants – since most community grants involved small-scale infrastructure improvements, and neither 
Elkana nor beneficiary NGOs had strong technical capacity in-house, Elkana contracted two 
additional experts/engineers to conduct technical supervision and ensure quality. At the end of each 
grant all municipalities formally assumed ownership and responsibility for future maintenance.  
 
The changes made to simplify procedures did not have an impact on the original theory of change. 
These simplifications allowed the project implementation to proceed and to align procedures better 
with the project context.  

 
In addition, in February 2018 a project restructuring was processed which included a no-cost extension of the 
closing date, and a reallocation between disbursement categories. Funds were reallocated from project 
management costs towards the technical assistance and MSME component. This allowed to increase the diversity 
and quality of training, and to distribute more grants to micro- and small-enterprises. Such changes were well-
aligned with the objectives of the JSDF which aims to channel more funds to directly influence the livelihoods of 
poor and vulnerable beneficiaries. 
 

 

IV. BANK PERFORMANCE, COMPLIANCE ISSUES, AND RISK TO DEVELOPMENT OUTCOME 

 
Quality of monitoring and evaluation. Elkana developed a management information system at the beginning of 
the project, which allowed continuous recording and availability of real-time data on results. In addition to data 
collected from regional coordinators, the team conducted a phone beneficiary survey by which certain indicators 
(e.g., increase in household income) were measured.    

 
Safeguards. The project was classified as environmental Category B, and triggered OP 4.01 Environmental 
Assessment, OP 4.11 Physical Cultural Resources, and OP 4.12 Involuntary Resettlement. Environmental and 
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Social Management Framework was prepared for it based on the Environmental Management Framework 
documents used for Regional (Kakheti) Development Project and Second Regional (Imereti) Development 
Project. Procedures for environmental and social screening and management planning for various types of 
applications coming for grant financing evolved in the course of the project, using a risk-based approach. 
Achieving good quality of screening reports and site-specific Environmental and Social Management Plans was a 
challenge at the beginning. The Bank team worked closely with Elkana to quickly build sufficient capacity for 
overcoming it. Community consultations on the environmental and social aspects of the proposed subprojects 
were well-organized and meaningful, benefiting much from the presence of field-based community mobilization 
personnel of Elkana. The project retained satisfactory rating on environmental performance and closed without 
causing any measurable damage to natural environment, cultural heritage, and communities residing within the 
project’s impact zone.    
 
Procurement. Procurement under the project was conducted in accordance with “Guidelines: Procurement 
under IBRD Loans and IDA Credits" (for goods and services) and "Guidelines: Selection and Employment of 
Consultants by World Bank Borrowers" (for consultants’ services), both documents dated January 2011 and 
revised in July 2014. Overall, Elkana has demonstrated satisfactory procurement performance and implemented 
activities in line with agreed procurement procedures. The project was supported by a part-time procurement 
specialist with relevant qualifications. There were several instances of non-adherence to procurement 
procedures during the course of the project, however these do not materially affect the procurement 
performance for the purpose of this ICR. In 2015 major revisions were accommodated in the procurement plan, 
without the Bank’s clearance of PP. The estimated cost of the Marketing Assessment assignment was increased 
substantially and the selection method was modified without the Bank’s prior no-objection. For the ‘Training on 
Entrepreneurship Skills for MSME Grants’ assignment the evaluation criteria used were not consistent with the 
requirements of Clause 3.7 of the Bank’s Consultants Guidelines for CQS method (the guidelines do not allow 
evaluation of key-staff at the expression of interest stage). This non-compliance was flagged in post review report 
dated May 3, 2017. These issues have been duly communicated to procurement staff of Elkana and no similar 
non-compliance has been observed after that. The Procurement risk/Implementing Agency Risk rating as of ICR 
stage is Moderate and compliance is rated as Moderately Satisfactory. 

 
Financial management. The financial management arrangements under the grant, including planning and 
budgeting, accounting, financial reporting, external audit, and funds flow have been overall adequate and 
Moderately Satisfactory. The Bank financed 100% of the eligible expenditures under the grant. The accounting 
system of Elkana was maintained on a cash basis. For Project reporting Elkana uses IPSAS Financial Reporting 
under Cash Basis of Accounting. The internal controls over the grant were overall adequate and acceptable to 
the Bank. At project closing USD 2,393,643.00 has been disbursed, representing 95.75% from the signed amount 
USD 2,500,000 of the grant. The final audit of the project financial statements, due six months after project 
closing, is ongoing. No delay is expected in timely submission to the Bank the final audit report. ICR FM rating is 
kept to Moderately Satisfactory level. 

 
Recipient performance was overall Satisfactory. The Elkana team consisted of eight staff members: project 
manager, Assistant Project Manager, part-time Monitoring and Evaluation Specialist, two project Coordinators 
and three Community Mobilizers. The core project team was supported by finance, procurement, and safeguard 
consultants recruited for the project. The Elkana team communicated regularly with the Project Steering 
Committee, consisting of central and local government representatives. Meetings between the project 
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management team and the Steering Committee members were held twice a year to share project progress and 
discuss implementation challenges. The project management team maintained strong ownership and 
commitment to achieving the project development objectives. This was evidenced in part by the consistency in 
the core implementation staff (there was no turnover of staff with the exception of one regional coordinator). It 
was also evidenced by Elkana team’s proactivity to flag to the Bank and seek solutions to implementation 
challenges, for example, high workload on regional staff and need to contract additional trainers under 
Component 2, difficulties in attracting implementation partners under Component 4 and the need to modify 
application criteria for community grants, among others. This allowed the project to be on track and complete 
its targets in Components 2 and 4, respectively.  
 
Bank performance was Moderately Satisfactory. The unrealistic assumption of the PDO indicator target 
regarding new job creation was made at preparation, which contributed to a modest achievement of this target. 
This target was not revised during the implementation period to a more realistic one. Despite the turnover of 
five TTLs, the Bank remained actively involved in all stages of implementation, proposing and/or responding to 
suggestions from Elkana on addressing bottlenecks in implementation. Safeguard and fiduciary implementation 
support was provided by country-based staff which allowed timely feedback and communication with the 
implementing agency.  

 
 

 

V. LESSONS LEARNED AND RECOMMENDATIONS 

 
 

Lesson learned 1: Engagement of vulnerable groups in entrepreneurship activities is critical to achieve 
poverty reduction and shall be promoted, even though targeting these groups in entrepreneurship 
projects has its challenges: The special focus on poor and vulnerable groups is highly relevant to the rural 
poverty reduction agenda in Georgia. It promotes diversification of income opportunities in rural areas 
(currently a high share of the rural population remains in low-earning self-employment in agriculture). 
There are few national and donor programs that make targeted effort to include vulnerable population; 
as a result, benefits of entrepreneurship programs are likely to be reaped by more mature businesses with 
higher capacity. At the same time, knowledge in some areas such as traditional souvenirs and crafts often 
exist outside well-developed value chains. Various measures for bringing in beneficiaries with such skills 
and knowledge can be explored – they can either be supported as stand-alone micro-enterprise, or 
through alternative measures (producer networks, collectives, etc.) to allow them to more funding and a 
broader market. Making an effort to reach out to vulnerable groups has long-term positive consequences, 
contributing to overall social and economic empowerment, enhanced incentives and ability of local 
residents to express voice in local decision-making, greater awareness of relevant economic networks, 
better marketing, among other factors, which will bring growing returns in the long run.  
 
Yet, targeting of disadvantaged and vulnerable groups in entrepreneurship projects has its challenges. 
Financial literacy is often lower among such beneficiaries. Trust in Government or donor-led projects may 
also be lower if beneficiaries do not have prior experience participating in business programs. Income 
security for socially-vulnerable families often depends on multiple sources – salaried labor, remittances, 
social transfers, etc.. Such households are less likely to risk losing other sources of income in order to re-
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direct time and resources towards developing a business.  Coordination with the Targeted Social 
Assistance program is essential to ensure that potential micro-entrepreneurs do not face disincentives to 
participate in business development programs such as fear of losing social assistance income.  

 
Recommendation 1: MSME development targeting vulnerable groups can be upscaled and replicated in 
other parts of Georgia or the South Caucasus region by government or international programs. The 
outcome evaluation of the project, based in interviews with beneficiaries, indicates that a wide majority 
of them plan to continue with their business. A few beneficiaries have also been successful in attracting 
funds from other programs such as Enterprise Georgia, managed by the Ministry of Economy and 
Sustainable Development. In particular this model can be replicated in other parts of the country where 
there are ongoing projects on tourism infrastructure upgrading. Local development and entrepreneurship 
programs that aspire to attract socially and economically vulnerable beneficiaries would need to 
consider the following: (i) establishing explicit targets for poor/vulnerable beneficiaries; (ii) building trust 
through extensive and hands-on communication; (iii) ensuring continuous presence of site-based project 
staff to allow frequent follow-up and face-to-face communication with beneficiaries; (iv)  allowing 
sufficient time in the project implementation schedule for outreach, determining key skill gaps, tailored 
training and capacity-building activities; for example, business owners may not get full benefit from 
training on preparing a business Plan if they lack knowledge on basic financial literacy, taxation, 
accounting, marketing, etc.; (v) introducing flexible eligibility rules to include, for example, individual - 
registered and non-registered - enterprises (53% of the MSMEs supported in this project were not 
registered, 46% were registered as individual enterprise).  

 
Lesson learned 2: Investing in a market survey at the outset of the projects significantly improved the 
quality of training that was offered to the micro-entrepreneurs and helped to increase their profits. 
Prior to creating the training curriculum, the project surveyed tourists (in Kakheti and Imereti) on their 
preferences. Recommendations from the survey were introduced into the training content. During the 
final evaluation, beneficiaries noted that these pieces of knowledge contributed directly to increasing 
their profits.  For example, guesthouse owners learned how to plan their menu, offering breakfast options 
that appeal to a wide range of tourists; they got ideas on adding complementary services such as 
traditional culture nights and small-group tours at a low marginal cost which increased their overall 
revenue. Souvenir makers stated that they began to offer a wider range of bigger and smaller items that 
can be transported more easily by tourists, as well as a range of more affordable items alongside 
expensive ones; these measures significantly increased their sales. The gender survey identified barriers 
that prevent women from being more successful entrepreneurs. For example, despite the demands of a 
growing business, most women entrepreneurs had not considered transferring household or childcare 
responsibilities to others within or outside the household. The project engaged female entrepreneurs in 
discussion on ways by which they can prioritize their time, balancing between business and other 
obligations, and account for the opportunity cost of time spent on other tasks. Some beneficiaries – both 
men and women – remarked that they had not previously accounted for their labor and time spent when 
determining the prices of their goods 
 
Recommendation 2: It is important to tailor content of MSME training and skill development based on 
local research and evidence.  While it is advisable to attract global knowledge and international expertise 
in developing a curriculum for entrepreneurship training, experience from this project shows that it is of 
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equal importance to tailor such training to the local context, i.e., to the needs of the targeted beneficiary 
group and to the demands/expectations of potential customers. Investing time and funding in an upfront 
survey can provide useful information. A combination of international experts involved in preparation of 
training and local experts in delivery of training materials proved to be adequate in the context of the 
current project.  
 
Lesson learned 3: While the project results can be sustained and would allow for provision of steady 
income and contribute to resilience of the households, the expectations on the scale of growth of micro 
and small businesses have to be commensurate to the activities and investments. The project had an 
impact on expanding MSME activities and most business-owners at project closing stated their intention 
to continue with the business, the project did not a substantial transformative impact on the MSMEs and 
their future growth trajectory. This can be attributed in part to the small size of grants (up to USD 2,000), 
the short  implementation period -  3 years with most grants delivered in the last year and a half, and the 
socio-economic profile of beneficiaries. The majority had used profits gained to support immediate 
household needs. Similarly business-owners valued the training received, e.g., in accounting, business 
planning, etc.; yet at the end of the project few have adopted formal bookkeeping and more than half of 
the participating MSMEs remained informal/unregistered. The primary value of the grants and capacity-
building lay in increasing confidence in the business activity as a steady source of income (most 
beneficiaries planned to continue), as well as in the additional knowledge and improvements introduced 
as a result of training (as described above). The latter had a positive impact across generations given that 
beneficiaries were mostly family-owned businesses, the children/youth in the family also benefitted from 
training and gained skills that they can apply both in or outside the family business. Among the more 
successful beneficiaries were businesses, mainly restaurants and guest houses, that expanded sufficiently 
so as to be able to access funds from other government programs (Enterprise Georgia). Still for majority 
of beneficiaries additional and longer-term support is needed to help them achieve higher returns.  

 
Recommendation 3: Future programs in the area of MSME development should consider raising the 
grant ceiling, providing a longer implementation period, and a phased approach that allows further 
support to promising MSMEs. The replication of inclusive entrepreneurship programs in the future should 
consider increasing the size of grant financing, as well as tightening eligibility to enterprises with higher 
commitment and potential for growth, and/or providing phased financing concentrating support to more 
MSMEs that have taken steps towards formalizing and expanding their business. Capacity-building 
activities can also be phased to include more sophisticated training and marketing support for expanding 
MSMEs, including helping them to access other funding programs.  

 
Lesson learned 4: While micro-and small grants have had an important impact on the livelihoods of 
their beneficiaries, the anticipated rate of job creation as a result of these grants was overestimated. 
On average, the businesses supported by the project employed 1-2 additional employees, less than half 
of the expected increase of 4-5 employees per businesses. The nature if these enterprises as small and 
family-run and the revenues generated by them did not justify a larger expansion of staff. Moreover, a 
large number of beneficiaries are registered and operate as individual entrepreneurs, some receiving part-
time help from family members. Interviews with beneficiaries, conducted as part of the project’s 
evaluation, show that in addition to creating some new jobs, the project contributed to stabilizing 
employment. For example, employees of guest houses who were previously working on a seasonal basis 
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were able to extend their period of employment due to the guest house improved conditions to host 
guests year-round. In the case of some beneficiaries, the business activity constituted a part-time 
occupation or hobby prior to the project but became a main source of income in the curse of the project. 
 
Recommendation 4: Programs targeting micro and small enterprises and beneficiaries with a high 
vulnerability profile should set realistic targets regarding job creation. Additionally, results of future 
programs of this scale may consider a means of capturing impacts on employment and livelihood beyond 
the creation of new jobs. For example, they may capture the impact of the project on gaining a more 
stable source of income or changing one’s main livelihood. 
 
Lesson learned 5: The project demonstrated that small-scale municipal improvement works can be 
successfully implemented by non-governmental organizations. Tourism and municipal improvement 
programs can consider making funding schemes available to local non-governmental and/or 
community-based organizations for small-scale works. A testament of success is that the Project not only 
exceeded its target for community grants but also managed to achieve 100 percent ownership and 
maintenance commitment of improved infrastructure by the beneficiary municipalities. NGOs or 
community-based organizations have a stronger mission and better capacity to engage with citizens, 
initiate and implement demand-driven projects. NGO/CBO-led projects can bring more creativity in local 
investments as well as tap into additional networks that might not be known to or accessible to local 
government, for example, arrangement of hiking trails in collaboration with eco-tourism groups. Another 
benefit of the continuity of involvement and lower susceptibility to delays due to election cycles. At the 
same time, NGOs often lack technical capacity; they may also lack fiduciary capacity for medium or larger 
scale projects. Such gaps should be screened and filled by the project. Furthermore, involvement of local-
non governmental and/or community based organizations and enabling them to get access to funding for 
small-scale works can enhance the diversity of ideas for improving public spaces, and contribute to a 
greater pool of higher capacity community organizations. NGO/CBO implemented programs can also be 
used to promote participatory planning and citizen engagement activities in partnership with municipal 
actors, since LG employees do not always have the skills and capacity to plan programs in a participatory 
manner. Similar to government-led investments, proper safeguards should be put in place to ensure 
technical quality of works implemented by  NGOs.  

 
Recommendation 5: Future local development programs can consider involving non-state organizations 
in the development and implementation of  small-scale infrastructure projects, taking advantage of the 
experience of such organizations in participatory planning.  When involving NGOs in community 
development projects, government and international organizations should consider simplifying 
application  procedures to the extent possible, and remaining flexible to modifications during 
implementation phase. The flexibility to change and simplify procedures during the course of the current 
project was critical for achieving most of its targets. For example, the ability to add additional experts was 
important to uphold quality of both training and community grant components. Simplification of 
procurement procedures allowed to overcome initial delays in disbursement of project funds during the 
first year of the project implementation. Raising the ceiling for community grants made it possible to 
attract competent NGOs under Component 4.  
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Lesson learned 6: It is important to envisage contingency mechanisms for the projects which are 
providing small grants to individuals, groups of beneficiaries and/or communities (especially the 
projects targeting poor and vulnerable beneficiaries). . In this project, the risk of improper use of funds 
was minimized by strict controls, frequent communication between Elkana and beneficiaries, and phasing 
of grants in two tranches. Only two out of 596 grantees failed to produce invoices for purchased goods 
for half (second tranche) of the grant amount. Such risk may to a reasonable extent be anticipated within 
a grant scheme targeting poor and vulnerable beneficiaries. Lack of contingency or of any other 
mechanism to investigate and account for use of funds in the event of lack of formal receipts transferred 
full liability onto the implementing agency.  Elkana assumed the cost of the two partial grants by 
considering them as ineligible expenses and returning funds to the World Bank. Thereon, Elkana switched 
to financing grantees on a reimbursable basis to minimize its financial risk. It was recognized that the time 
required for taking non-compliant grantees to court may lead to substantially exceeding the project 
implementation period.  

 
Recommendation 6: Future projects should anticipate a reasonable level of financial risk and put in 
place mitigation measures.  A contingency in the project budget may be allocated for unanticipated costs. 
Project operations manual can describe a set of procedures to be taken by the implementing agency for 
recovery of grant funds, as well as a mechanism to ensure some sharing of financial responsibility provided 
that the implementing agency has taken all reasonable steps in order to recover funds. 
 

 .    
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ANNEX 1. RESULTS FRAMEWORK AND KEY OUTPUTS 

 
 

      
 
A. RESULTS INDICATORS 
 
A.1 PDO Indicators 
  
   

 Objective/Outcome: Support employment generation 

Indicator Name 
Unit of 
Measure 

Baseline Original Target 
Formally Revised  

Target 

Actual Achieved at 
Completion 

Number of MSME 
started/expanded 

Number 0.00 500.00 500.00 596.00 

 01-Jan-2015 01-Jan-2015 19-Feb-2015 17-Aug-2018 
 

Comments (achievements against targets): The project targeted businesses owned by women and vulnerable groups. 75% of the beneficiaries 
were women. 20% were youth NEET (not in employment, education, or employment); 18% were pensioners; 6% were recipients of social 
assistance; 6% were multi-children families; 5% were IDPs; and 4% were persons with disabilities. 
   

Indicator Name 
Unit of 
Measure 

Baseline Original Target 
Formally Revised  

Target 

Actual Achieved at 
Completion 

Number of new jobs created Number 0.00 2700.00 2700.00 761.00 

 01-Jan-2015 01-Jan-2015 19-Feb-2015 17-Aug-2018 
 

Comments (achievements against targets): In view of the team and implementing agency the original target was over-estimated. It was assumed 
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at project preparation that grant and training recipients (business owners) will create 4+ new jobs as a result of the project. In reality, and 
especially as the project targeted vulnerable groups, project beneficiaries were small household-based businesses. They employed 1-2 new 
persons in the course of the project, which in most cases already constituted 100% increase. 
   

Indicator Name 
Unit of 
Measure 

Baseline Original Target 
Formally Revised  

Target 

Actual Achieved at 
Completion 

Number of communities Sub-
grants implemented. 

Number 0.00 35.00 35.00 37.00 

 01-Jan-2015 01-Jan-2015 19-Feb-2015 17-Aug-2018 
 

Comments (achievements against targets): 17 community grants were implemented in Imereti, and 20 in Kakheti region. These included 
rehabilitation of public areas such as parks, museums, picnic spots, marking of trails, etc. Municipalities accepted ownership of all 
rehabilitated areas upon completion. 
    
 Objective/Outcome: Increase household incomes 

Indicator Name 
Unit of 
Measure 

Baseline Original Target 
Formally Revised  

Target 

Actual Achieved at 
Completion 

Number of MSME 
started/expanded 

Number 0.00 500.00 500.00 596.00 

 01-Jan-2015 01-Jan-2015 19-Feb-2015 17-Aug-2018 
 

Comments (achievements against targets): The project targeted businesses owned by women and vulnerable groups. 75% of the beneficiaries 
were women. 20% were youth NEET (not in employment, education, or employment); 18% were pensioners; 6% were recipients of social 
assistance; 6% were multi-children families; 5% were IDPs; and 4% were persons with disabilities. 
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Indicator Name 
Unit of 
Measure 

Baseline Original Target 
Formally Revised  

Target 

Actual Achieved at 
Completion 

Increased monthly income of 
participating households 

Percentage 0.00 20.00 20.00 24.50 

 01-Jan-2015 01-Jan-2015 19-Feb-2015 17-Aug-2018 
 

Comments (achievements against targets):  

   

Indicator Name 
Unit of 
Measure 

Baseline Original Target 
Formally Revised  

Target 

Actual Achieved at 
Completion 

Number of persons benefiting 
from technical assistance 

Number 0.00 500.00 500.00 2091.00 

 01-Jan-2015 01-Jan-2015 19-Feb-2015 17-Aug-2018 
 

Comments (achievements against targets): Technical assistance included group and individual training sessions on entrepreneurship, taxation, 
obtaining credit, marketing, accounting, and sector-specific training. For example, guest house owners received training on service and 
hospitality standards, food safety, room design, with recommendations based on the market survey among tourists. Souvenir makers 
received training on tourists' preferences, diversification of products, seasonality, etc. 
 

 

 
A.2 Intermediate Results Indicators 

    

 Component: Component 1: Market, MSME, and Gender Assessment 

Indicator Name 
Unit of 
Measure 

Baseline Original Target 
Formally Revised  

Target 

Actual Achieved at 
Completion 

Market and MSMEs/ Gender Yes/No N N Y Y 
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assessments conducted  01-Jan-2015 01-Jan-2015 19-Feb-2015 17-Aug-2018 

 

Comments (achievements against targets): The MSME/Gender assessment was completed and presented in March 2016. it informed the 
training activities for MSME grant recipients. 
    

 Component: Component 2: Technical Assistance and Capacity Building 

Indicator Name 
Unit of 
Measure 

Baseline Original Target 
Formally Revised  

Target 

Actual Achieved at 
Completion 

Number of beneficiaries of 
MSMEs training 

Number 0.00 0.00 500.00 1729.00 

 01-Jan-2015 01-Jan-2015 19-Feb-2015 17-Aug-2018 
 

Comments (achievements against targets):  

   

Indicator Name 
Unit of 
Measure 

Baseline Original Target 
Formally Revised  

Target 

Actual Achieved at 
Completion 

Number of Regional 
Workshops Conducted 

Number 0.00 0.00 40.00 45.00 

 01-Jan-2015 01-Jan-2015 19-Feb-2015 17-Aug-2018 
 

Comments (achievements against targets):  

   

Indicator Name 
Unit of 
Measure 

Baseline Original Target 
Formally Revised  

Target 

Actual Achieved at 
Completion 

Number of  participants to Number 0.00 0.00 500.00 419.00 
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workshops on financial 
institutions 

 01-Jan-2015 01-Jan-2015 19-Feb-2015 17-Aug-2018 

 

Comments (achievements against targets):  

   

Indicator Name 
Unit of 
Measure 

Baseline Original Target 
Formally Revised  

Target 

Actual Achieved at 
Completion 

Number of community grants 
meetings held 

Number 0.00 0.00 120.00 66.00 

 01-Jan-2015 01-Jan-2015 19-Feb-2015 17-Aug-2018 
 

Comments (achievements against targets): Community grants were implemented in 37 communities. One or two meetings were held per 
community to determine population needs and preferences on the grants. Given the small scale of the project works, more community 
meetings were not considered productive. 
   

Indicator Name 
Unit of 
Measure 

Baseline Original Target 
Formally Revised  

Target 

Actual Achieved at 
Completion 

Number of community grants 
training held 

Number 0.00 0.00 35.00 7.00 

 01-Jan-2015 01-Jan-2015 19-Feb-2015 17-Aug-2018 
 

Comments (achievements against targets): The original target estimated one training per community. Eventually local governments nd the 
implementing agency decided that it is both more efficient and more beneficial for local officials to do the training in groups rather than 
individually in each community. Due to this, seven trainings were conducted bringing together representatives of the 37 communities which 
benefitted from community improvement sub-projects. 
   

Indicator Name Unit of Baseline Original Target Formally Revised  Actual Achieved at 
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Measure Target Completion 

Number of cross visits on 
community grant conducted 

Number 0.00 0.00 5.00 2.00 

 01-Jan-2015 01-Jan-2015 19-Feb-2015 17-Aug-2018 
 

Comments (achievements against targets): Given the nature of the community improvement projects (small-scale rehabilitation) community 
cross-visits did not rpove to be of particular value; hence the implementing agency did not pursue all five. 
    

 Component: Component 3: Access to Finance (Grants) 

Indicator Name 
Unit of 
Measure 

Baseline Original Target 
Formally Revised  

Target 

Actual Achieved at 
Completion 

Number of MSME sub-grant 
proposals approved 

Number 0.00 0.00 500.00 614.00 

 01-Jan-2015 01-Jan-2015 19-Feb-2015 17-Aug-2018 
 

Comments (achievements against targets):  

    

 Component: Component 4: Community Sites Improvement Grants 

Indicator Name 
Unit of 
Measure 

Baseline Original Target 
Formally Revised  

Target 

Actual Achieved at 
Completion 

Number of community grants 
meetings held 

Number 0.00 0.00 120.00 66.00 

 01-Jan-2015 01-Jan-2015 19-Feb-2015 17-Aug-2018 
 

Comments (achievements against targets): Community grants were implemented in 37 communities. One or two meetings were held per 
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community to determine population needs and preferences on the grants. Given the small scale of the project works, more community 
meetings were not considered productive. 
   

Indicator Name 
Unit of 
Measure 

Baseline Original Target 
Formally Revised  

Target 

Actual Achieved at 
Completion 

Number of community grants 
training held 

Number 0.00 0.00 35.00 7.00 

 01-Jan-2015 01-Jan-2015 19-Feb-2015 17-Aug-2018 
 

Comments (achievements against targets): The original target estimated one training per community. Eventually local governments nd the 
implementing agency decided that it is both more efficient and more beneficial for local officials to do the training in groups rather than 
individually in each community. Due to this, seven trainings were conducted bringing together representatives of the 37 communities which 
benefitted from community improvement sub-projects. 
   

Indicator Name 
Unit of 
Measure 

Baseline Original Target 
Formally Revised  

Target 

Actual Achieved at 
Completion 

Number of cross visits on 
community grant conducted 

Number 0.00 0.00 5.00 2.00 

 01-Jan-2015 01-Jan-2015 19-Feb-2015 17-Aug-2018 
 

Comments (achievements against targets): Given the nature of the community improvement projects (small-scale rehabilitation) community 
cross-visits did not rpove to be of particular value; hence the implementing agency did not pursue all five. 
    

 Component: Component 5: Impact evaluation and project management 

Indicator Name 
Unit of 
Measure 

Baseline Original Target 
Formally Revised  

Target 

Actual Achieved at 
Completion 
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Management Information 
system (MIS) for the project 
established 

Yes/No N Y Y Y 

 01-Jan-2015 01-Jan-2015 19-Feb-2015 17-Aug-2018 
 

Comments (achievements against targets):  

   

Indicator Name 
Unit of 
Measure 

Baseline Original Target 
Formally Revised  

Target 

Actual Achieved at 
Completion 

Establishment of pilot 
beneficiary feedback 
mechanisms to  provide 
feedback on the project 

Yes/No N Y Y Y 

 01-Jan-2015 01-Jan-2015 19-Feb-2015 17-Aug-2018 

 

Comments (achievements against targets):  

   

Indicator Name 
Unit of 
Measure 

Baseline Original Target 
Formally Revised  

Target 

Actual Achieved at 
Completion 

Number of beneficiary 
feedbacks reviewed and 
addressed 

Number 0.00 100.00 100.00 195.00 

 01-Jan-2015 01-Jan-2015 19-Feb-2015 17-Aug-2018 
 

Comments (achievements against targets):  
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B. ORGANIZATION OF THE ASSESSMENT OF THE PDO 
 

 
 

Objective/Outcome 1 Support employment generation 

 Outcome Indicators 
1. Number of new jobs created 
2. Number of MSME started/expanded 
3. Number of community sub-grants implemented 

Intermediate Results Indicators 

1. Number of MSME grant proposals approved 
2. Number of beneficiaries of MSMEs training 
3. Number of community grants meeting held 
4. Number of community grants trainings held 

Key Outputs by Component 
(linked to the achievement of the Objective/Outcome 1) 

1. Market and MSME / Gender assessment conducted (Y/N) 
2. Management information System for the project established (Y/N) 
3. Establishment of pilot beneficiary feedback mechanism (Y/N) 
4. Number of participants to workshops on financial institutions 
5. Number of regional workshops conducted 
 

Objective/Outcome 2 Increase household incomes 

 Outcome Indicators 
1. Increased monthly income of participating households 
2. Number of new jobs created 
3. Number of MSME started/expanded 

Intermediate Results Indicators 
1. Number of participants to workshops on financial institutions 
2. Number of beneficiaries of MSME training 
3. Number of MSME grant proposals approved 

Key Outputs by Component 
(linked to the achievement of the Objective/Outcome 2) 

1. Market and MSME / Gender assessment conducted (Y/N) 
2. Management information System for the project established (Y/N) 
3. Establishment of pilot beneficiary feedback mechanism (Y/N) 
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4. Number of participants to workshops on financial institutions 
5. Number of regional workshops conducted 
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. .

ANNEX 2. PROJECT COST BY COMPONENT  

 
 

 

Components 
Amount at Approval  

(US$) 
Actual at Project 

Closing (US$) 
Percentage of Approval 

(%) 

Component 1: Market 
Assessment and Gender 
assessment 

                   82,680 54,572 66 

Component 2: Technical 
Assistance and Capacity 
Building 

220,800 158,058 71.6 

Component 3: Support to 
MSMEs 

1,080,000 1,088,740 100.8 

Component 4: Community 
Mobilization for 
Implementation of Small 
Works at Targeted Cultural 
Heritage Sites 

741,520 684,117 92.3 

Component 5: Participatory 
Monitoring and Impact 
Evaluation and Project 
Management and 
Administration 

375,000 403,887 107.7 

Total 2,500,000 2,389,374    0.00 
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ANNEX 3. RECIPIENT, CO-FINANCIER AND OTHER PARTNER/STAKEHOLDER COMMENTS 
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ANNEX 4. SUPPORTING DOCUMENTS (IF ANY) 

 
 
The Recipient, “Elkana” NGO conducted an outcome evaluation, led by an independent expert, between May 
and July 2018. The Executive Summary of this outcome Evaluation Report is provided below.  
 
The project under evaluation - Empowering Poor Communities and Micro-Entrepreneurs in the Georgia 
Tourism Sector Project (later referred to as “project”) - was financed by the Japan Social Development Fund 
(JSDF) via the World Bank in the amount of 2.5 million. It was implemented by Elkana over the course of three 
years from February 2015 to August 2018. 
 
The Project’s development objective was to support poor and vulnerable communities in Kakheti and Imereti 
regions to start and/or grow micro/small businesses in cultural industries and to valorize cultural heritage sites 
thereby generating employment and increasing household incomes. This was to be achieved through the 
following five components of the project: 

 
Component I: Market and Gender Assessment; 
Component II: Technical Assistance and Capacity Building; 
Component III: Micro-Entrepreneurship Training and Grants; 
Component IV: Community-Driven Development and Grants; 
Component V: Project Management and M&E. 
 
Outcome evaluation of the project conducted during May-June 2018 has found that: 
 

• The project’s development objective and its design were relevant to the priorities of the country: 
developing the growing tourism sector and reducing the poverty of its populations. Furthermore, the 
changes that were made to the project were all considered appropriate for achieving the project 
purpose, except the last change to the grant disbursement procedures by which entrepreneurship 
grant applicants are required to provide upfront payments.  

 

• The project succeeded in reaching the most vulnerable populations including the socially vulnerable, 
women, NEET youth, pensioners, etc., and contributed to the increase in entrepreneurship among 
women by specifically focusing on this target group.  

 

• The project performance in terms of achieving its main results was highly satisfactory as it exceeded 
the set targets (see Annex 4 on the progress on indicators). Most importantly, the project succeeded 
in increasing the incomes of its beneficiary households by 27% on average through their capacity 
building and grants provision. 

 

• The project was efficiently implemented as higher than planned number of outputs was produced 
with the given (even underutilized) amount of financing.  

 

• Sustainability of project results look promising due to the willingness of beneficiaries in continuing 
with their entrepreneurship activities in the years to come, as well as due to the high ownership of 
community project results by local municipalities. However, considering low incomes of beneficiary 
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households even after the 24.5% increase of their incomes, which goes mostly to meeting their 
immediate household needs, the influx of additional financing will be required to sustain the growth 
trend of the financed micro-businesses. 

 


