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EXECUTIVE SUMMARY

MANAGEMENT TRAINING CENTER
KAUNASTECHNOLOGICAL UNIVERSITY/PANEVEZYS

Country: Lithuania

Program Start: September 1, 1997 (overal program began in 1995)

PACD: June 2000 (no-cost extension starting September 1999)

U.S. Grantee: None

L ocal Grantee: Kaunas Technological University/Panevezys (KTU/P) and Center for

Management Technology and Business Training (MTC)
Total CA Amount:  $200,000.00

1.0 INTRODUCTION

Thisreport isafollow-up to the third Annual Summative Evauation Report on Management Training
and Economics Education Project (MTEEP) for Central and Eastern Europe (CEE) submitted by
DATEX, Inc. in July 1998. The purpose of the MTEEP grants and cooperative agreements, as stated
in the Request for Applications of April 1994, was “to develop counterpart ingtitutions in creeting,
running or expanding programs in the areas of management training, market economics education, and

support programs.”
20 PURPOSEOF THESITEVISIT

ENI/EEST requires aclose out performance report on the follow-on award to the Center for
Management Technology and Business Training (MTC), Kaunas Technological University-Panevezys
(KTU/P). Thereportisan integrd element in the series of evaduations performed over the life of the
project for the Management Training and Economics Education (M TEEP) portfolio (project 180-
0029). The Close Out Assessment Report: Management Training in Lithuania provides
recommendations and information on (&) impact and program reach, and (b) discussion of progress
toward programmatic and ingtitutiond sustainability as outlined in the revised project proposd. This
report condtitutes an officia, Washington-initiated close out report and complements the Misson's
program documents as USAID/Vilnius undergoes final stages leading to graduation. The report will (&)
be used for the direct support of afield-based decison to extend the award period by 11 monthsin
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further support of program sustainability; and (b) will serve as the basis for technica backstop support
from USAID/Washington for the continuation period. It represents the combined efforts of the
evauator, the CEE grantee indtitution, USAID/Washington Project Officer and USAID/Vilnius, and is
the fifth vigt by this evauator to this project (December 1995, April 1996, October 1996, and in May
1998).

30 METHODOLOGY

During the site visit the evduator interviewed the following people. USAID/Vilnius departing and
current Project Officer, MTC Deputy Director, KTU/P Director and Dean, Mayor of Panevezys,
MTC ingructor and past participant of severd training programs, three former program participants,
and a potentia client.

The following documents were reviewed in preparing this report: Annua Monitoring and Evauation
Summative Report (July 1997-June 1998) by DATEX, Inc.; MTC quarterly reports (Quarters 3 and 4,
1998 and Quarters 1 and 2, 1999); MTC Business Plan; Legacy and Sustainable Partnership Projects:
A Review of USAID/Lithuania s Initigtives, Smal and Medium Enterprise Lessons Learned in
Trangtion.

4.0 UNITED STATESAGENCY FOR INTERNATIONAL DEVELOPMENT

The United States Agency for Internationad Development isin the find stages of implementing
development assstance in Lithuania. The Misson is scheduled to close in September 2000.

The number of active projects decreased from 44 at the start of the assistance period to 21 at the sart
of FY 1999.

Four Strategic Objectives (SO) guide Lithuania s current devel opment Strategy:

Strengthening fiscal management (SO 1.2)

Forging amore stable financid environment (SO 1.4)

Improving safety and policy of the energy sector (SO 1.5)

Increasing participation of civil society and NGOsin palitica and economic decison making
(sO©21)

NN N N

In addition to the four Strategic Objectives there are eight Specid Initiatives which include programsin
aress of training, regiond environmental monitoring, and improved enterprise capacity. MTC fals under
the designation of a Specid Initiative.

Despite the various obstacles connected with implementation of the origind award, USAID/Vilnius
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continued to maintain strong support for MTC, as evidenced by the follow-on award and subsequent
program extensions. It provided consstent and competent oversight, facilitated involvement of IESC
volunteers and encouraged other program linkages.

50 PROJECT BACKGROUND

This cooperative agreement supports MTC' s efforts to become a salf-sustaining center of excellence
providing management training to the business community in Panevezys and the region.

The initial cooperative agreement was executed between KTU/P and Texas A&M International
Universty (TAMIU) in duly 1995 in the amount of $2.2 million. That activity was programmed for
three years and included a MBA program. Asaresult of budgetary cuts, in 1996, USAID funding was
reduced to $1.3 million (a41% decrease) and TAMIU was asked to prepare arevised proposa
reflecting these cuts. The revised proposd, submitted to USAID/Washington in July 1996, diminated
the MBA program and concentrated on more practical training programs that could be applied to
creation of business plans, marketing, entrepreneurship and qudity adult education. In July 1996,
TAMIU had communicated to USAID ther intent to conclude their involvement as of June 1997, one
year ealier than origindly planned. USAID/Vilnius and USAID/Washington concurred with the

proposition.

Rather than terminating the activity, USAID/Vilnius decided to issue a follow-on award directly to the
local ingtitution, KTU/P and MTC, to enable it achieving the results targeted in the previous activity.
The COTR authority for the project was trandferred from the USAID/ENI/DGSR to USAID/Vilnius.

The follow-on award was in the amount of $175,000.00 and was to terminate on October 30, 1998.
This deadline was extended until June 30, 1999 with an additional alocation of $25,000. MTC
requested another no-cost extension until June 30, 2000. This extension has been recently approved
by the USAID Regiond Office in Hungary.

6.0 PROJECT DESCRIPTION

The follow-on award states the following goals for the MTC:

? To strengthen business and management skills of managers from businesses, non-governmenta
organizations (NGO), educationd indtitutions, and local and regiona governments.

? To serve as an agent of change through training programs and service activities.
? To improve skills of KTU/P faculty, administrators and support staff.
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In order to achieve these god's, MTC has engaged in training activities which fal under the following
categories: computer technology training, business English, and management training, consdered to be
the core of the programmetic offering.

7.0 PRINCIPAL FINDINGS
7.1  STATUSVERSUSPREVIOUSRECOMMENDATIONS

The Annua Monitoring and Evauation Summeative Report (July 1997-June 1998) prepared by the
DATEX, Inc. offered severd recommendations pertaining to various aspects of MTC' s activities.
MTC followed through on al recommendation with one exception, developing srategic aliances with
other inditutions.

7.2 PROJECT MANAGEMENT

The Center is managed semi-independently from KTU/P but dl regular Center personnd are dso
KTU/P employees and receive appropriate benefits.

Currently, adminigtrative positions at MTC include: Executive Director, Deputy Director, Director of
Research (part-time), Marketing Manager, Computer Engineer, Accountant, three Program Managers
(Management, Computers, Languages), Adminigtrative Assistant (part-time), housekeeper, and two
guards. Asof May 1999, the MTC Executive Director reports to the KTU/P Dean for Faculty and
Adminigtration and not, as previoudy, to the KTU/P Director.

7.3 PROGRAM IMPACT

MTC iswell positioned to serve as a catalyst for developing strategic aliances and collaboration
between KTU/P, other educationd ingtitutions in the country, and the business community. KTU/Pis
the only indtitution of higher education in the region. The various regiond players consder the Center an
important component of the ongoing transformation. The Center is percelved as a catdys for further
economic development and integration of the region with the rest of the country.

During the last academic year, over 1642 participants took part in MTC training activities.

The number of courses offered in management, English and computersincreased from 17 in Quarter 3,
1998 to 41 in Quarter 2, 1999, a 58% increase. The average for female participation for Quarters 3
and 4, 1998 and Quarters 1 and 2, 1999 is 47%, 60%, 55%, and 56%, respectively. This project has
one of the highest rates for female participation in the MTEEP portfolio.
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74  PROGRAM SUSTAINABILITY
741 PROGRAMMATIC SUSTAINABILITY

MTC has devel oped a business plan and identified a group of 32 tranerswho are interested in an
ongoing, part-time teaching positions. Fourteen of the indructors have completed the 300-hour
Entrepreneurid Training Program (ETP) offered by the Center during itsfirst year of operation. Itis
aso encouraging that five ingructors are KTU/P faculty. Their participation in the activities of the
Center will both enhance the image and strengthen the cgpabilities of the university.

7.4.1.A Program Development

In May 1999, with ahelp of an IESC volunteer, MTC has completed a business plan through the year
2000 that includes a schedule of course offerings in the three programmatic areas - management,
English, and computer training - and projected revenues. The business plan makes severd suggestions
for future program devel opment.

New program development testifies to the increasing capabilitiesof MTC. Although MTC offersa
variety of management related courses there does not appear to be a structured progression of courses
from beginning to more advanced. The management curricula conssts mostly of oneto two day
seminars. In examining the performance of the Center’ straining programs it is evident that management
training, which is supposed to be the centerpiece of course offerings, lags behind in terms of income
generation and enrollments. Severa factors could have contributed to this development: (1) level and
type of courses offered to satisfy market demand; (2) marketing methods used by the Center staff; and
(3) avallahility of qudified indructors. MTC dtaff needs to give these issues serious consderation.

One of the chdlengesfacing MTC is how to reconcile the financid outlays needed for program
development with the inability of the SMIE sector to pay the required market rate for program delivery.
To counteract this trend, the Center could consider devel oping modules that could be later customized
and rather than offering them to individud clients, create common interest groups among companies that
do not compete with each other. A very successful modd for this kind of training has been developed
by the Management Development Center in Budapest.

MTC needsto develop a programmatic vison and aniche in order to maintain its competitive edge.
Currently, management training a MTC targets primarily smal and medium entrepreneurs, that is
groups that often cannot afford to pay for the badly needed training at its true market cost. Asthe
Lithuanian market becomesincreasingly sophisticated and the current entrepreneurs become more
solidly established, their training requirements will aso evolve to include more advanced and more
specidized courses. While MTC is providing a vauable service to the business community at the
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present stage of economic development, it cannot afford to remain Static in its program offerings.
7.4.1.B Trainingof Trainers(TOT)

The Center has alist of 32 prospective trainers, exceeding the number of trainers previoudy reported,
for the courses planned through the end of the year 2000. Fourteen of the prospective trainers
(13F/1M) have completed the 300-hour Entrepreneurship Training Program offered under the initia
award. It isencouraging that five are dso KTU/P faculty. However, of the five, only one has
completed that training.

7.4.1.D Collaborative relationswith other educational institutions and business community

Since MTC is committed to respond to the evolving needs of the business community, itstraining is
expected to be practica and directly applicable/transferable to the work environment. In order to
achieve this, those delivering training also need to have redl business experience. However, of the 32
potentid MTC ingructors only three represent the business community (banking, agricultural company,
and stock company).

Programmatic sustainability could be sgnificantly enhanced by developing collaborative relations with
other educationd indtitutions and engaging business executivesin training ddivery. Perhaps the biggest
obgtacle to overcome in this respect isto begin thinking about such reationships in terms of advantages
of collaboration as opposed to dangers of competition.

7.4.2 FINANCIAL SUSTAINABILITY

As part of the close-out evaluation, this report attempts to review MTC' s performance for the past four
quarters for which the information is available (Quarters 3 and 4, 1998 and Quarters 1 and 2, 1999)
and arrive & some kind of areationship between the different performance indicators. The information
on number of courses, participants, revenues and expenses comes from the four quarterly reports. This
information has been collected in separate tables, first on month per month basis (see Annexes) and
later aggregated to reflect quarterly activity by type of courses.

During the past four quarters, MTC has made, in some cases, Sgnificant gains in program devel opment
and revenue generation. Thisisencouraging. However, it is doubtful that MTC will be able to achieve
financid sustainahility by the end of the USAID grant period. This conclusion is based on the
continuous discrepancy between the projected and actua revenues. Having said that, the Center will
most likely il do quite well, even with afinancid shortfal. 1t may have to cut on some of the
expenditures but at the same time it will settle at reasonable (if not comfortable) level of operation until it
can develop and introduce new services and programs.
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80 CONCLUSION

As the only management training center in the Panevezys region, MTC iswell poditioned to serve as a
catalyst for developing strategic aliances and collaboration between KTU/P, other educeationa
ingitutions in the country and the regiond business community. The Center iswdll regarded by both
KTU/P adminigtration and the municipa authorities and is percelved as a change agent for further
academic drengthening of the universty and economic development of the city.

Although MTC has been successful in increasing the number of training activities and broadening its
regiona reach since the beginning of the new award, achieving programmetic sustainability will remain
an important chalenge for the immediate future. In its quest for sustainability, MTC needs to articulate
adrategic vison/plan which will serve as aroad map for developing the Center’ s core programs.

MTC s suganability will be greatly strengthened if it can develop a programmetic niche and maintain a
competitive edge. Securing awell qudified pool of ingructorswill remain the crucia component of this
process.

MTC has made significant progress toward more systematically securing a core of qudified trainers.
The Center ds0 needs to ensure that it has sufficiently quaified trainers across the course offerings to
deliver aswdl as develop new programs.

During the past four quarters, MTC has made, in some cases, Sgnificant gains in program devel opment
and revenue generation. Thisis encouraging. However, the Center’s performance is il characterized
by large quarterly fluctuations in revenue levels.

MTC has hoped to achieve financid sustainability by the end of the USAID grant period. Conddering
the continuous discrepancy between the projected and actua revenues and financid shortfal in covering
operaiond expenses, it is doubtful that the Center will achieve this god. However, the Center will

mogt likely ill do quite well. It may have to cut on some of the expenditures but a the sametime it will
Stle at areasonable (if not comfortable) level of operation until it can develop and introduce new
services and programs.

80 RECOMMENDATIONS
The following recommendations are submitted for consderation to the MTC Saff:

? MTC should decide what kind of dataiis to be included in quarterly reports and develop a
consistent report format.

? MTC should continue to develop its strategy to identify and retain well qudified ingtructors. In
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an effort to srengthen the practical business component in program ddivery, the Center might
consider gpproaching some of its participants and asking them to become guest lecturers.

MTC should consider developing collaborative relationships with other educationd inditutions
in the country as well asin other CEE countries as part of the effort to srengthen its
programmatic base.

Inits quest for sustainability, MTC should clearly articulate a strategic vison/plan that will serve
as aroad map for developing the Center’ s core programs.

MTC should consider broadening its programmiatic offerings to include more advanced,
modul ar/certificate courses that later could be customized. These packages could be offered to
groups of clients'companies (as opposed to individuals) that do not compete with each other.

MTC' s leadership should consider employing services of a business management professond
to oversee the development of competitive business training program.

MTC gaff should scrutinize marketing methods in order to assure the highest levels of
enrollments.

MTC should serioudy consder using the dower summer months for active marketing, training
of ingructors, course development and other adminigtrative issuesin order to minimize the loss
of potentid dlients, trainers and revenues. Staggering vacation leave of MTC gtaff would
facilitate this operational approach.

MTC should provide their trainers with a stlandardized guideline for preparation and
presentation of materid. The congstency in presentation of materias enhances credibility and
professond image of the Center.

MTC should convene regular meetings of their trainers as a group and as sub-groups according
to subject areg, to facilitate networking among trainers, to discuss stlandard operating guideines
of the Center, and to solicit feedback and ideas about current and future offerings and
presentations, and needed adjustmentsto logistica support.

MTC should andlyze and try to overcome the continuing disparity between the actud and
projected revenues.

To the extent that time permits, USAID should continue to facilitate MTC' sinteraction with
other educationd and businessinditutionsin Lithuania and in the region.

LT International Close Out Assessment Report: Management Training in Lithuania ES Pagel

September 15, 1999



? Since mogt of the MTC gaff is newly hired, they could profit from additiond training in dl
phases of business management and adminidtration. Thistraining could take place on both
forma and informa bases through participating in training programs offered by USIS and other
donors, and by ditting on MTC seminars, repectively.
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MANAGEMENT TRAINING CENTER
KAUNAS TECHNOLOGICAL UNIVERSITY/PANEVEZYS

Country: Lithuania

Program Start: September 1, 1997 (overal program began in 1995)

PACD: June 2000 (no-cost extension gtarting September 1999)

U.S. Grantee: None

Local Grantee: Kaunas Technologica University/Panevezys (KTU/P) and Center for

Management Technology and Business Training (MTC)
Total CA Amount:  $200,000.00

1.0 INTRODUCTION

Thisreport isafollow-up to the third Annual Summative Evauation Report on Management Training
and Economics Education Project (MTEEP) for Central and Eastern Europe (CEE) submitted by
DATEX, Inc. in July 1998. This evauation represents the combined efforts of the evauator, the CEE
grantee indtitution, USAID/Washington Project Officer and USAID/Vilnius.

The purpose of the MTEEP grants and cooperative agreements, as ated in the Request for
Applications of April 1994, was “to develop counterpart ingtitutions in creating, running or expanding
programs in the areas of management training, market economics education, and support programs.”

MTEEP programs have embraced awide variety of activities that address the management and
economics education needs of each of the origina projectsin Albania, Bulgaria, Czech Republic,
Hungary, Latvia, Lithuania, Poland, Romaniaand Sovakia MTEEP activities are continuing in Albania,
Lithuania, Poland (three projects), and Sovakia. Programs devel oped under MTEEP auspices include
academic (Ph.D. and MBA degrees) and certificate programs as well as non-academic programs
(short-term seminars and workshops, English language training, and business counsdling and support
services).

This evauator visted this project in December 1995, April 1996, October 1996, and in May 1998. A
vigt in April 1997 was conducted by a different team.

The objectives of the project are presented under Program Description and the progress made toward
these objectives is discussed under Principa Findings.
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20 PURPOSE OF THESITEVISIT

ENI/EEST requires a close out performance report on the follow-on award to the Center for
Management Technology and Business Training (MTC), Kaunas Technologicad Univerdty-Panevezys
(KTU/P). Thereport isan integra element in the series of eva uations performed over the life of the
project for the Management Training and Economics Education (M TEEP) portfolio (project 180
0029). The Close Out Assessment Report: Management Training in Lithuania provides
recommendations and information on (@) impact and program reach, and (b) discussion of progress
toward programmeatic and indtitutiona sustainability as outlined in the revised project proposd. This
report condtitutes an official, Washington-initiated close out report and complements the Misson's
program documents as USAID/Vilnius undergoes final stages leading to graduation. The report will (a)
be used for the direct support of afield-based decision to extend the award period by 11 monthsin
further support of program sustainability; and (b) will serve as the basis for technica backstop support
from USAID/Washington for the continuation period.

30 METHODOLOGY

Initidly, the Ste vist was scheduled for May. However, due to various adminigirative congraints at
USAID/Washington, it was not possible to visit the project at that time. Instead, the Site visit took
placein Augus, a the height of the vacation season. Clearly this was not an optima time to conduct a
gtevigt but the window of opportunity was very narrow because of the scheduled departure of the
Project Officer a USAID/Vilnius and the pending decision regarding the no-cost extenson. As aresult
of these congraints, the only MTC gtaff member available for interviews was the Deputy Director.

During the site vigit the evduator interviewed the following people: USAID/Vilnius departing and
current Project Officer, MTC Deputy Director, KTU/P Director and Dean, Mayor of Panevezys,
MTC ingtructor and past participant of severa training programs, three former program participants,
and apotentid client.

The following documents were reviewed in preparing this report: Annua Monitoring and Evauation
Summative Report (July 1997-June 1998) by DATEX, Inc.; MTC quarterly reports (Quarters 3 and 4,
1998 and Quarters 1 and 2, 1999); MTC Business Plan; Legacy and Sustainable Partnership Projects:
A Review of USAID/Lithuania s Initiatives, Smal and Medium Enterprise Lessons Learned in
Trangtion.

The report includes severd tables deding with revenues, numbers of participants, and expenditures.
The disaggregated monthly data used for compiling the tablesis contained in the quarterly report tables
“MTC courses and seminars.” During the process of data aggregation, there were severd ingtances
where the numbers did not correspond with those presented in the MTC reports. In some cases it was
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asmple mistake in computation but in others the discrepancy could not be easily accounted for. In
severd ingtances information presented did not include numbers of participants. Asaresult, the figures
for find program reach as well as caculations of revenue generated per course and/or per participant
do not accurately reflect the actua performance. Throughout the report, these inconsstencies are
designated by an asterisk.

4.0 UNITED STATESAGENCY FOR INTERNATIONAL DEVELOPMENT

The United States Agency for Internationd Development isin the find stages of implementing
development assstance in Lithuania. The Mission is scheduled to close in September 2000. The
United States began formdly assigting in Lithuania s transformation to a market economy and a
democratic society in 1992 through various efforts coordinated by USAID. During the first few years,
the ass stance program was broad-based and designed to reach as many segments of the transforming
society aspossible. The eaboration of anew strategy began in 1996 after USAID consulted with the
Lithuanian Government, Parliament, representatives of the business sector, and non-profit leaders. As
aresult of these consultations, USAID developed a strategy that shifted from a sectord and regiond
gpproach to emphasg's on effecting policy at the nationd level, stressing program integration and
identification of structura linkages among various activities. The number of active projects decreased
from 44 at the start of the assstance period to 21 at the sart of FY 1999.

Four Strategic Objectives (SO) guide Lithuania s current devel opment Strategy:

Strengthening fiscal management (SO 1.2)

Forging amore stable financid environment (SO 1.4)

Improving safety and policy of the energy sector (SO 1.5)

Increasing participation of civil society and NGOsin palitica and economic decison making
(sO©21)

NN N N

In addition to the four Strategic Objectives there are eight Specid Initiatives which include programsin
aress of training, regiond environmental monitoring, and improved enterprise capacity. MTC fals under
the designation of a Specid Initiative.

Despite the various obstacles connected with implementation of the origind award, USAID/Vilnius
continued to maintain strong support for MTC, as evidenced by the follow-on award and subsequent
program extensons. During the period of the origind award, USAID/Vilnius maintained a more
distanced oversight of the project, in line with the requirements of a coopertive agreement. However,
soon after the follow-on award, it became clear that the locd ingtitution required much more guidance
and assgtance in programmatic, management, and adminidrative areas than was initidly assumed.
USAID/Vilnius provided congstent and competent oversight, facilitated involvement of IESC
volunteers and encouraged other program linkages. The experience of overseeing an award issued
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directly to alocd ingtitution provides important lessons for future Smilar program implementation.
Perhaps the most important lesson is an awareness that adirect award to aloca indtitution requires a
much more intensive agency oversght and involvement and, consequently, a cooperdtive agreement
may not be the most appropriate financid instrument for thiskind of activity.

50 PROJECT BACKGROUND

The purpose of this cooperative agreement isto develop the MTC into a sdlf-sustaining center of
excdlence providing management training to the business community in Panevezys and the region.

The initial cooperative agreement was executed between KTU/P and Texas A&M International
Universty (TAMIU) in duly 1995 in the amount of $2.2 million. That activity was programmed for
three years and included a MBA program. Asaresult of budgetary cuts, in 1996, USAID funding was
reduced to $1.3 million (a41% decrease) and TAMIU was asked to prepare arevised proposa
reflecting these cuts. The revised proposd, submitted to USAID/Washington in July 1996, diminated
the MBA program and concentrated on more practical training programs that could be applied to
creation of business plans, marketing, entrepreneurship and qudity adult education. Additiondly, most
references to collaboration, cooperation, joint endeavors and the tone of partnership were eliminated
from the revised agreement. There gppeared to be a serious difference of opinion between TAMIU
and USAID/Vilnius regarding the feasibility and time line of proposed revisons in addressing the issue
of programmatic and inditutiond sustainability. In July 1996, TAMIU had communicated to USAID
their intent to conclude their involvement with MTEEP as of June 1997, one year earlier than originaly
planned. USAID/Vilnius and USAID/Washington concurred with the proposition.

Although sgnificant progress was made in establishing MTC, the early termination |eft insufficient time
to transfer knowledge and practices that would assure establishing a sdf-sustainable facility. Rather
than terminating the activity, USAID/Vilnius decided to issue a follow-on award directly to the loca
inditution, KTU/P and MTC, to enable it to achieve the results targeted in the previous activity. The
COTR authority for the project has been transferred from the USAID/ENI/DGSR to USAID/Vilnius.

The follow-on award was in the amount of $175,000.00, with a designated completion date of October
30, 1998. This date was extended until June 30, 1999 with an additiona dlocation of $25,000. MTC
has requested another no-cost extension until June 30, 2000. This extension recently was approved by
the USAID Regiond Office in Hungary.

6.0 PROJECT DESCRIPTION

The follow-on award states the following goals for the MTC:

? To srengthen business and management skills of managers from businesses, non-governmenta
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organizations (NGO), educationd indtitutions, and locd and regiona governments.
? To serve as an agent of change through training programs and service activities.
? To improve skills of KTU/P faculty, adminigtrators and support staff.

In order to achieve these gods, MTC has engaged in training activities that fal under the following

categories.

? Computer technology training, which focuses primarily on teaching computer kills and
gpplications of Microsoft products at beginning, intermediate and advanced levels. Other
possible courses may include Internet skills, customized training courses for companies,
desktop publishing and graphics presentations.

? Business English, which concentrates on business usage context offered at four levels. These
courses are designed as three-month-long, 50-hour courses.

? Management training, considered to be the core of the programmatic offering, fals broadly into
three groups.

@ Entrepreneurship training which primarily targets the needs of smal and medium
Sze enterprises (SME) but does not exclude managers of larger firms, NGOs or
loca government.

2 Training modules designed for a gpecific company. Thistraining can be
conducted either at the company’ s site or at the Center.

3 Executive seminars and short courses.

In addition to these main activities, MTC may engage in other activities such as renting physica
facilities, supporting conferences, trandation and interpretation services, and consulting.

7.0 PRINCIPAL FINDINGS
7.1  STATUSVERSUSPREVIOUSRECOMMENDATIONS

The Annua Monitoring and Evauation Summeative Report (July 1997-June 1998) prepared by the
DATEX, Inc. offered the following recommendations:

? MTC should makeit itsimmediate priority to develop a strategy for programmatic
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activities. Aspart of thisprocess, MTC needsto conduct market research to identify
areas of need and prospective clients and to become mor e knowledgeable about its
competitors.

In May 1999, an IESC consultant in collaboration with MTC staff devel oped a business plan for 1999
through December 2000 that addresses issues of market need and competition. The business plan
providesinformation on companies offering services in the areas of computer training, management
training, and English language training and discusses their strengths and weaknesses. None of the
described companies have the facilities to provide the broad range of services and training that MTC
can offer. The ongoing chalenge for MTC will be to keep abreast of evolving market needs and to
concentrate on providing quaity programs and services to the more sophisticated segment of the
market.

? MTC should develop a strategy for identifying and retaining well qualified instructors.
Aspart of thisprocess, the Center might consider approaching some of its clientsand
asking them to become guest lecturers.

MTC hasidentified 32 trainers who are interested in an on-going, part-time teaching assgnments.
Fourteen of the ingtructors have completed the 300-hour Entrepreneurid Training Program (ETP)
offered by the Center during itsfirst year of operation. It isaso encouraging that five ingtructors are
KTU/P faculty. Ther participation in the activities of the Center will both enhance the image and
strengthen the capabilities of the universty.

? In an effort to strengthen its programmatic position, MTC might want to consider
developing collabor ative relationships with other educational ingtitutionsin the country
aswell asin other CEE countries.

MTC hasinitiated discussions regarding potentia collaboration with Kaunas Business Center (KBC)
that is part of Kaunas Technologica University. To date, thisinitiative has not led to an agreement on
collaboration.

? MTC needsto better defineitsinternal policies and proceduresin order to achieve
mor e effective implementation of programs.

The lagt four quarters have seen an dmost 100% taff turnover at the Center.  Although the timing of

the site vist, which fdll during a vacation season, did not alow for interaction with the new staff,
comments by other interlocutors indicated an improvement in the generd morde and performance levd.

? MTC and KTU/P should finalize their ingtitutional arrangements by developing Center
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by-laws.
The Center by-laws were Ssgned in May 1999.

? MTC should develop promotional brochures, logo, stationary, and business cardsfor
its staff.

This has been accomplished.
? MTC should develop program costing procedur es.

Discussions with the Deputy Director and the USAID/Vilnius outgoing Project Officer indicate that
costing procedures have been devel oped.

7.2 PROJECT MANAGEMENT

The proposd for the follow-on award eaborated the MTC management structure with accompanying
description of duties. The Center is managed semi-independently from KTU/P but al regular Center
personnel are dso KTU/P employees and receive gppropriate benefits. At the time of the follow-on
award, the position of the in-country Project Director was eiminated and the Deputy Director (a
Lithuanian nationa) became the Director of the MTC.

The trangtion from a collaboration with an U.S. indtitution to local adminigtration of the project
presented severd challenges and numerous adminigtrative and management issues had to be worked
through to put the project back on track. These discussons culminated in an dmost 100% turnover in
gaff by fal 1998.

Currently, adminigtrative positions at MTC include: Executive Director, Deputy Director, Director of
Research (part-time), Marketing Manager, Computer Engineer, Accountant, three Program Managers
(Management, Computers, Languages), Adminigtrative Assistant (part-time), housekeeper, and two
guards. Asof May 1999, the MTC Executive Director reports to the KTU/P Dean for Faculty and
Adminigtration and not, as previoudy, to the KTU/P Director.

Most of the MTC adminidrative sdaries are paid with MTC funds and USAID funds are used to pay a
portion of the following sdaries. Excutive Director, Accountant, Program Manager-Management, and
Program Manager-English. In addition, a KTU/P accountant provides assstance to the MTC
accountant and is paid asmdl sdary from the MTC funds.

7.3 PROGRAM IMPACT
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MTC iswdl positioned to serve as acatays for developing strategic aliances and collaboration
between KTU/P, other educationd ingtitutions in the country, and the business community. KTU/Pis
the only indtitution of higher education in theregion. Although, presently it is not a free sanding
university (it is asadlite campus), an understanding has been reached between Kaunas and Panevezys
municipa and univergty authorities to upgrade the Panevezys campusto afull universty satus. The
Center is seen by dl of these inditutions as an important part of this transformation. Additiondly, the
Center is perceived as a simulus for further economic development and integration of the region with
the rest of the country. It has dready contributed to the development of entrepreneurid activity in the
region (based on numerous interviews during previous Ste vists).

Table 1 presents data for the last four quarters - from Quarter 3, 1998 to Quarter 2, 1999. The data
documents a steady increase in the number of courses offered by the Center and the number of
participants taking part in the training. An asterisk next to a number indicates that the cdculation in
question has been based on incomplete information concerning the number of participants and,
therefore, the number in the table is lower than in actudity.

The number of courses offered in management, English and computersincreased from 17 in Quarter 3,
1998 to 41 in Quarter 2, 1999, a58% increase. During the last academic year, over 1642 participants
took part in MTC training activities. The average for femde participation for Quarters 3 and 4, 1998
and Quarters 1 and 2, 1999 is 47%, 60%, 55%, and 56%, respectively. This project has one of the

highest rates for femae participation in the MTEEP portfolio.

Tablel

Project Participation Data for Quarters 3 and 4, 1998 and Quarters1 and 2, 1999

Quarter 3, 1998 # of Courses # of Participants # of Female % of Female
Participants Participants
M anagement 5 A 58 62
English 1 9 4 44
Computers 11 218 88* 40*
Total/Average 17 321 150* 47
Quarter 4, 1998 # of Courses # of Participants #of Female % of Female
Participants Participants
M anagement 10 134 80 60
English 5 40 25 62
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Computers 12 218 131 60
Total/Average 27 392 236 60
Quarter 1, 1999 # of Courses # of Participants # of Female % of Female
Participants Participants
M anagement 13 186 112 60
English 7 63 36 57
Computers 15 339 178 53
Total/Average 35 588 326 55
Quarter 2, 1999 # of Courses # of Participants # of Female % of Female
Participants Participants
M anagement 18 154* 94* 61*
English 8 29* 17* 59*
Computers 15 158* 79* 50*
Total/Average 41 341* 190* 56*

731 SUCCESSSTORIES

Over the life of the project, extensve interviews were conducted with current and past participantsin
order to document the results of training a MTC on their persona and professond lives. There can be
no doubt that MTC has made an important contribution to the educational and economic development
of thecity. Below arejust afew examples of the Center’ simpact.

? MTC has contributed to raising the level of understanding about the principles of market
economy among the generd population. A loca journdist, who attended many of the ETP
seminars and became an honorary graduate of the program, has regularly written articles for the
local newspaper on the various issues covered during the course. According to the information
received by the Center, circulation of the newspaper has been increased since such articles
became aregular feature. Asan example, during the time period from March to June, 1996,
25 articles, four radio broadcasts, and five televison interviews about MTC appeared in locdl
and nationa media.

? MTC workshops provided an impetus for participation in a professond organization. Asa
direct outcome of a case research workshop in 1996, 38 out of 54 participants decided to

LF International

Close Out Assessment Report: Management Training in Lithuania
September 15, 1999

Page 9




become members of the newly created Baltic Association of Case Research and Application
(BACRA). BACRA, inturn, became officidly affiliated with the World Case Research
Association (WCRA).

The director of an agriculturd company was a participant in the Entrepreneuria Training
Program (ETP) and othersin 1995. Since her training with the Center, she and her staff have
written three successful business plans for grants from the Government ranging from $125,000
to $250,000 for the introduction of new technologiesin the area of growing berries and apple
trees. Asareault of training received from MTC and successful loan gpplications, the company
crested over 100 new full-time and part-time jobs. This year the company has 50 full-time and
30 part-time employees and over 200 seasond employees. Financid turnover of the company
increased from $100,000 to $375,000 in 1998 and continues to hold despite the difficult
economic Stuation in 1999. New technologies alowed the company to increase the yield per
hectare of apple trees and berries. The company exports its products to Germany, Estonia,
Latviaand Finland, as well as sdlls on the domestic market. At the end of this year, the
company will complete the second stage of privatization, a god they have been preparing for
during the past 5 years. The Director attributes her courage to try new innovations and
understanding of the requirements of the market economy to the training she received a MTC.

An owner of aknitting shop created 5 new jobs in 1997 and continues to expand her
operations. She found export markets in Sweden and Germany aswell asin NIS. Shedso
distributes her products domestically.

A senior executive of alocaly-based joint venture brewery and two marketing managers who
have atended severa MTC programs, attribute a substantia increase in sdesto the
knowledge, skills and atitudes gained through training.

ETP participants have created new programs and courses at their respective educationa
ingtitutions. Twenty-five participants from various educationd inditutions took partin ETP
(1995-96). Asaresult of their participation al of these ingtitutions have embarked on
restructuring their managerid curricula

A junior college, with an existing smal business program, has introduced three new specidties.
Another junior college, that did not have such a program, started preparations to establish one.

Of thefive vocationa schools, those with existing small business programs decided to establish
new specidties and upgrade existing programs. Those schools that did not have such a
program decided to cregteit.

A smulation program for high school seniors on the principles of firm management has become
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a permanent component of the school’ s curriculum and can be introduced in other schoolsin
the region.

? One ETP graduate has devel oped a specia management and economics education program for
farm women and another started to introduce the system of Montessori schoolsin the region.

? Severd of the trainers who have taught at the Center transfer their knowledge to their work
with high school and junior college students. One woman has written a textbook for students at
an agriculturd college which includes business concepts. Another past participant developed a
seminar on teaching methodology based on the Center’s TOT program. The seminar will be
conducted in severd schools throughout the yeer.

? The municipa government created a new position and designated a new strategy for economic
development. Three ETP participants were municipa government managers who, after
completing the training, elaborated a new drategy for economic development.

? The importance of smdl business development for economic growth of the region was
underscored by creetion of a new position of Smal Business Development Officer within the
municipality. The person hired for this position was an ETP graduate.

74  PROGRAM SUSTAINABILITY
741 PROGRAMMATIC SUSTAINABILITY

Although MTC has been successful in increasing the number of training activities snce the beginning of
the new award, achieving programmatic sustainability will remain an important chalenge for the
immediate future. In its quest for sustainability, MTC needsto articulate a strategic vison/plan which
will serve as aroad map for developing the Center’s core programs. MTC's sustainability will be
greatly strengthened if it can develop a programmetic niche and maintain a competitive edge.

At the same time, identifying, training and retaining well qudified instructors will continue to pose a
chdlenge and remain at the heart of achieving programmatic sustainability. UnlessMTC makesa
concerted effort to develop a stable core of well-qudified ingtructors, the god of achieving aleadership
position as a management training inditution will eludeit. In developing apoal of ingructors MTC
faces a challenge of how to retain the most qudified of them. Since the Center does not employ full-
time ingtructors (and it is not argued that it should), it needs to develop a strategy that would make
employment at the Center both professondly attractive and financidly rewarding. One component of
such a gtrategy is connected to development of core curricula and a stable schedule of training.

In response to these challenges, MTC has devel oped a business plan and identified a group of 32
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trainers who are interested in teaching at the Center on part-time basis. Fourteen of the instructors
have completed the 300-hour Entrepreneurial Training Program (ETP) offered by the Center during its
first year of operation. It isaso encouraging that five ingtructors are KTU/P faculty. Their participation
in the activities of the Center will both enhance the image and strengthen the capabilities of the
university.

7.4.1.A Program Development

In May 1999, with ahelp of an IESC volunteer, MTC has completed a business plan through the year
2000 that includes a schedule of course offerings in the three programmatic areas - management,
English, and computer training - and projected revenues. The business plan makes severd suggestions
for future program development, such as.

Computer and English summer camps for children.
Trandaing and interpreting services.

Four-month-long marketing program.

Four-month-long management program.

Specid training programs for women.

Service learning posshilities for young people in Panevezys.
Soldier retraining for entrepreneurship.

Consulting services to enterprises.

NN ) ) ) ) ) N

“Panevezys Y outh Leadership 2000" is adirect outgrowth of the recommendations from the business
plan. Thegod of the project isto develop city youths' citizenship, leadership and character through a
service learning method. During the life of the project, agroup of people will be trained who will then
become the corps of citizenship training and, in turn, will train Panevezys teechersto effectively use a
service learning method as atool of community service. The trainer corps was selected in June. The
project isfinanced by the Panevezys municipality and U.S. Information Service.

MTC aso has developed two new programs for socia workers - * Ethics and skills of socid
communication,” and “ Specid course for working with handicapped children and their families” 120
socia workers will receive training under these programs.

During Quarter 2, 1999, MTC has embarked on development of two additiond projects - “Training of
soldiers of active sarvice - ther reintegration into the society,” and “Training of professond soldiers”

In the firgt program, the participants will learn smal business management (severd modules), marketing,
finance and accounting, computer skills and English. This program has strong support from the Mayor
and his economic advisor, both of whom hope that thiskind of training will provide an effective
trangtion from military to civilian life and contribute to aleviation of the acute unemployment in the city
(11%). The second program will teach English, computer skills and basics of leadership. The possible
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sources for financing these undertakings are the Lithuanian Regiond Development Agency, Minigtry of
Security, and Open Society Fund- Lithuania.

MTC did not receive financing for five programs it proposed - “ Summer in the world of sports and
computers,” (Regiond Manager Administration) and two 320-hour programs in computer training and
accounting (Labor Market Training Service). According to the Deputy Director, MTC was underbid
by its competitors.

While the new program devel opment described above testifies to the increasing capabilities of MTC,
what stands out isthat until September 2000, with the exception of Beginning and Intermediate
Accounting and Applied Economics programs, the management curriculum conssts only of one to two
day seminars. It isonly in September 2000 (that is, after USAID funding ends) that the Center plansto
offer a Diploma Management Program, alonger-term, modular training activity. Because of the
university affiliation, thiskind of training provides a natura niche for MTC and distinguishes it from
compsetition. The modular gpproach provides both an opportunity for participants to continue
upgrading their qudifications as well as alows for greater flexihility - participants can take courses at
times convenient for them rather that in asingle progresson. From the perspective of achieving
programmetic sustainability, it would have been more desirable if the Diploma Management Program
could beintroduced during the first quarter of 2000. Hopefully, some of the program development
work for the Diploma Management Program will coincide with the efforts of developing programs for
the training of active servicemen and, in thisway, will find an earlier gpplication.

As has been noted above, MTC needs to develop a programmetic vison and a niche in order to
maintain its competitive edge. Currently, management training at MTC targets primarily smal and
medium entrepreneurs, groups that often cannot afford to pay for the badly needed training at its true
market cost. At the same time, as the Lithuanian market becomes increasingly sophisticated and the
current entrepreneurs become more solidly established, their training requirements will also evolve to
include more advanced and more speciaized courses. Asaresult, and based on the experience of
other MTEEP programs, the demand for open-enrollment programs will decrease while competition
among program providerswill continue to grow. Although there aways will be a demand for
introductory courses in business management and marketing, that demand will inevitably come from the
sector least able to pay for qudity training and, therefore, more likdly to turn to the less expensive
training avallable on the market. While MTC is providing a vauable service to the business community
at the present stage of economic development, it cannot afford to remain satic in its program offerings.

One of the chdlengesfacing MTC is how to reconcile the financid outlays needed for program
development with the inability of the SME sector to pay the required market rate for program ddlivery.
Departing from the assumption that MTC has to broaden its programmatic offerings to include more
advanced, modul ar/certificate courses, the Center could consider devel oping modules that could be
later cusomized. Rather than offering them to individua clients, it is possible to create common interest
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groups among companies that do not compete with each other. In addition to cutting costs of ddivery,
such an arrangement would facilitate exchange of ideas among the members of the business community.
A very successful mode for thiskind of training has been developed by the Management Devel opment
Center in Budapest.

Although MTC offers a variety of management-related courses there does not appear to be a
sructured progression of courses from beginning to more advanced. Developing a solid business
management curriculum requires both an understanding of the subject matter and evolving needs of the
market aswell as availability of qudified ingtructorsto deliver the program. Neither the Executive
Director nor the Associate Director have backgrounds in business and management. Perhaps, MTC's
leadership should consder employing the services of a business management professond to oversee
the development of competitive businesstraining program. The actua conditions of employment of
such an individua would have to be determined by the MTC leadership.

In examining the performance of the Center’ straining programsiit is evident that management training,
which is supposed to be the centerpiece of course offerings, lags behind in terms of income generation
and enrollments. By far the most popular courses are in computer training and they dso lead in terms
of income generation and enrollments. Consdering the stated mission of the Center, most of the efforts
during the Ste vist were directed toward examining the ate of the management training curricula
Table 2 presentsthe progression of program performance for the past academic year, Sarting with
Quarter 3, 1998.

Theinformation in Table 2 has been caculated based on the data provided in the quarterly reports
under “MTC courses and seminars.” The asterisk designates where the information required for
computation was not complete; for example, where revenue was provided but there was no information
on the number of participants. Because of this discrepancy ca culations provided do not accurately
reflect red participation levels

Table?2

Program Performance for Quarters 3 and 4, 1998 and Quarters 1 and 2, 1999 by Revenue,
Coursesand Participants

Quarter 3, # of # of # of Female Revenue % by % by
1998 Courses Participants | Participants in$ Revenue Participants
M anagement 5 94 58 6610 38 29
English 1 9 4 853 5 3
Computers 11 218 88* 9970 57 68
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Total 17 321 150* 17433 100 100
Quarter 4, #of # of # of Female Revenue % by % by
1998 courses Participants Participants in$ Revenue Participants
M anagement 10 134 80 6209 25 34
English 5 40 25 4138 17 10
Computers 12 218 131 14299 58 56

Total 27 392 236 24646 100 100
Quarter 1, # of # of # of Female Revenue % by % by
1999 Courses Participants | Participants in$ Revenue Participants
M anagement 13 186 112 15573 41 32
English 7 63 36 5980 16 10
Computers 15 339 178 16114 43 58

Total 35 588 326 37667 100 100
Quarter 2, # of # of # of Female Revenue % by % by
1999 Courses Participants | Participants in$ Revenue Participants
M anagement 18 154* 94* 7051 35 45*
English 8 29* 17* 5003 24 9*
Computers 15 158* 79* 8468 41 46*
Total 41 341* 190* 20522 100 100

There may be numerous contributing factors to explain the less than desirable development of the
management program component. Among them are:

Level and type of courses offered to satisfy market demand. While the basic management
courses address the initial needs of a market segment, because the Center reliesto agreat
extent on repest clientele, it may unknowingly discourage higher enrollment rates by repeet
clients due to a poor product mix, i.e., greater diverdty or specidization of management topics
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combined with a broader range of offerings (basic, advanced, highly tailored, for example).
Some past participants indicated that they have not signed up for additiond MTC courses
because their current needs require courses that are more specidized and/or advanced. Asa
result, they are forced to look elsawhere for training. Some former participants aso indicated
that they would like to see consulting services offered & MTC or at least have accessto
referral services,

? Marketing methods by the Center staff may need to be scrutinized. It gppears that timing of
marketing campaigns, combined with a plan for course offerings and the securing of trainers for
course ddivery apparently influences the way campaigns are carried out. For example, where
it appears that the trainer might not be available, the marketing pitch to prospective clients may
convey the fact that the course may not be offered. Such an approach conveys uncertainty and
is not an effective marketing technique.

? Using a conggtent (continuous) marketing approach could result in asgnificant increase in
enrollments. Some of MTC's competitorsindicated that they use the dow summer months to
intensvely market their services as well asto attend to adminigrative and logisticd details, such
as coordination of courses for the forthcoming quarter and ingtructor training. MTC should give
serious congderation to using this gpproach so asto minimize the loss of potentid dlients,
trainers and revenues. For example, ateaching methodology course for prospective MTC
indructors, currently scheduled for October, could have been offered during the summer
months when people are less busy with other job-related respongbilities. Additiondly,
ingructors would have enough time to incorporate newly learned methodology into their course
presentations scheduled for thefal. Likewise, aggering vacation leave of MTC gaff would
fecilitate this operational approach.

7.4.1.B Training of Trainers(TOT)

The Center hasalist of 32 progpective trainers for the courses planned through the end of the year
2000. This exceeds the number of trainers previoudy reported. It is encouraging that five trainers are
aso KTU/P faculty. Fourteen of the prospective trainers (13F/1M) have completed the 300-hour
Entrepreneurship Training Program offered under theinitid award. However, of the five KTU/P faculty
only one has completed that training.

In an attempt to secure areliable core of trainers, MTC has asked these people as well astheir
employersto sign aletter of commitment for the next 2 years (50 hours of ingtruction per year). At the
time of the vist, 9x refused to Sign while others till had not responded. This, of course, does not mean
that those who refused to sgn are unwilling to teach at the Center. However, either they or their
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employers are unwilling (for whatever reason) to make an officid long-term commitment. The Center's
gpproach is a positive step toward more systematically solidifying a core of trainers. Because TOT is
central to overal success of the Center, the Center needs to further strengthen its ability to recruit, train,
and retain trainers. Further, the Center needs to ensure that it has sufficiently qualified trainers across
the course offerings to deliver as well as develop new programs.

74.1.C Preparation of Trainers

MTC hasjoined the Lithuanian Association for Adult Education (LAAE) and will regularly receive
information about courses offered in Lithuania and opportunities for training doroad. Utilizing this new
connection, the Center proposes to provide atraining course to its prospective trainers that includes
methods of teaching the adult learner/student. The courseis scheduled for October 1999. Thisisan
important step in upgrading indructors  qualifications because teaching methodology must be an integra
component of preparation of dl trainers, regardiess of previous experience. Additiondly, a hands-on
gpproach to classroom ddlivery is anecessary component of the methodology training. Participants
should be required (have the opportunity) to present atraining event in their respective field. This
presentation should be taped and constructive suggestions offered to the presenter. This approach has
proven to be very successful in another MTEEP project, the English Language Ingtitute at the Riga
Business Schoal.

The Center should provide their trainers with a standardized guideline for preparation and presentation
of materid. The consgtency in presentation of materids enhances credibility and professona imege of
the Center and itstrainers.

The Center should dso convene regular meetings of their trainers as a group and as sub-groups
according to subject ares, to facilitate introductions among trainers, to discuss slandard operating
guidelines of the Center, and to solicit feedback and ideas about current and future offerings and
presentations, and needed adjustmentsto logistical support.

7.4.1.D Collaborative relationswith other educational institutions and business community

Programmetic sustainability could be significantly enhanced by developing collaborative relations with
other educationd indtitutions and engaging business executivesin training delivery. Snce MTC is
committed to respond to the evolving needs of the business community, itstraining is expected to be
practica and directly gpplicable/transferable to the work environment. In order to achieve this, those
delivering training aso need to have red business experience. By involving practitioners in course
delivery as guest lecturers or seminar presenters, the Center could enrich its programmetic venue and
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facilitate an exchange of ideas among the members of the business community. Of the 32 potentid
MTC ingructors there are only three representatives from the business community (banking, agricultura
company, and stock company). In order to attract more business representatives as guest lecturers,
MTC might consder offering them logistical assstance in course/materia development and preparation.

In developing its programmatic base, MTC might strengthen its position vis-a:vis current or potentia
competitors by entering into collaborative relaionships with other inditutions in the region, other parts
of the country, or even in other CEE countries. Perhgps the biggest obstacle to overcomein this
respect is to begin thinking about such relationships in terms of advantages of collaboration as opposed
to dangers of competition. In other words, athough a given ingtitution might be a competitor in one
areq, collaborating on aparticular training project could strengthen the competitive postion of both
entities.

Below are some examples of locd and regiona resources that MTC could consider for new program
development.

International Business Network (IBN)  The successor to the International Executive
Service Corps, this organization provides a
broad range of conaulting services. MTC, as
aformer beneficiary of such services,
dready has an established relationship and
familiarity with the cgpabilities. This
organization should be considered for
business advisory services, conaulting, a
source of trainers and of other technical
assgtance available in Europe.

Lithuanian Banking, Insurance and The Inditute provides bank training

Finance Institute (I1BIFI) programs and distance learning programs.
MTC should consider collaboration to
attract IBIFI training to Panevezys. MTC
facilities could be used for afee. Also, some
trainers may be available independently to
deliver courses through MTC.
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Lithuanian Free Market Institute
(LFEMI)

Thisis a policy-focused organization that
engages in advocacy and public education.
MTC could negotiate some tailored courses
to be ddlivered through the Center, to reach
government/ municipd officids interested in
policy formulation.

Lithuanian American Business
Initiative (LABI)

Origindly founded as an dumni association
of returned participants of the World
Learning administered Entrepreneurid
Management and Executive Devel opment
(EMED) program, this organization now
boasts 47 members. The organization
provides afocus for networking, training and
exchanging funding resource information
among LABI members. MTC should
engage this group to hold some of its events,
organized every two months, at the Center.
This could both broaden the networking
base for entrepreneurs and encourage LABI
members to congder training at MTC as
participants and/ or trainers.

Center for Public Adminigtration in
Kaunas (USAID sponsored)

Thisinditution has developed a successful
public adminigtration program in the Kaunas
region. MTC should consider collaboration
in developing public adminidration training
program for Panevezys city and region.

Latvia: Riga Business School (RBS)
and English Language I nstitute (EL1)

Modris Ozolins, Director

Tel: 371-728-8813 or 721-7921
Fax: 371-782-0178

E-mall: Mozolins@krabis.rbi.rtu.lv

MTC isdready familiar with the English
Language Indtitute. RBSisanaturd
resource for consultations on program
development, guest speskersand TOT
iSsues.
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Poland: Warmian and Mazurian
Univerdty at Olsztyn (OUAT)
International Center for Business and
Public Management (ICBPM)

Dr. Szczepan Figid
Phone/fax: 48-895-234928
E-mail: figid @pacamam.art.olsztyn.pl

MTC could profit from collaboration in
deveoping curricula (jointly with KTU/P) for
Executive Master’ sin Rurd Indudtries
Management, post-diploma certificate
programs in management and marketing, and
public adminigration training.

Romania: Centersfor Business
Excellence Network (CBEN)

Polytechnic University of Bucharest
Dr. Cezar Scarlat

Fax: 40-1-312-9581

Tel: 40-1-659-4956

E-mail: cezar@cbe.pub.ro

CBEN provides business management
consulting and training to SVIE owners,
business research and human resource
management. MTC could familiarize itsdf
with CBEN’'s Magter Trainer Program
(MTP) as apossible course offering for the
Center.

Hungary: Budapest University for
Economic Sciences, M anagement
Development Center (MDC)

Dr. Gyorgy Bogel, MDC Director
E-mail: H10315BOG@dlahu

MDC provides training and assstance to
SME enterprises through customized courses
and consultancies, open-enrollment courses,
and partnership programs. Consultancy
programs emphasize enterprise’ s human
resource departments and target
entrepreneurs, business people from small
but growing organizations, and managers of
medium-szed enterprises. Open-enrollment
courses offer topics of both current and
genera nature. MTC could consider
collaboration related to SME planning, and
business drategies for women entrepreneurs
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U.S.: The Echo Group, Inc. The Echo Group designs, implements, and

Dr. Robert Tolar, President eval uates codt-effective economic

Tel: 503-245-5943 devel opment projectsin emergi ng .
democracies. The Group can asss with the

Fax: (503) 245-4176 following components of a development

E-mail: echogrp@pacifier.com program: conducting needs assessment and
feashilities sudies, establishing gods and
objectives, designing and preparing forma
proposals, forging strategic partnerships;
edtablishing/monitoring budgets. MTC could
condder ashort term training in how to write
abusiness plan and/or program devel opment
services

7.4.2 FINANCIAL SUSTAINABILITY

As part of the close-out evaluation, this report attempts to review MTC' s performance for the past four
quarters for which the information is available (Quarters 3 and 4, 1998 and Quarters 1 and 2, 1999)
and arrive a some kind of a rdationship between the different performance indicators. The information
on number of courses, participants, revenues and expenses comes from the four quarterly reports. This
information has been collected in separate tables, first on month per month basis (see Annexes) and
later aggregated to reflect quarterly activity by type of courses. In addition, cdculations have been
made to reflect the relationship between each program component in terms of revenue generation,
numbers of participants, numbers of femae participants, revenue per course, revenue per participant,
changes from previous quarter in terms of courses offered and revenue generated, and findly, the
comparison of actua and projected revenues, and revenues and expenditures.

A few general comments regarding the presentation of materia in the quarterly reports are in order.
MTC hasto be given credit for trying to present an increasing variety of data and information in its
reports. This certainly is agreat improvement from the time the Center received the follow-on award.
Perhaps the greatest weakness of the current reportsis inconsistency in presentation of information
between the quarters. For example, some reports contain information disaggregated by month, and
others only by quarter. MTC should decide what kind of information a quarterly report should contain
and consistently present it each quarter. New categories of information could be added, as needed, but
not a the expense of consistency with earlier reporting.
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Table 3 presents data on number of courses, participants, and revenue generated by each
programmatic component for the past four quarters. An agterisk next to a number indicates that
avallable information in the quarterly report was not complete and, as aresult, ensuing caculations do
not accurately reflect the actua Situation. Additiona calculations of revenue per course and revenue

per participant have been made in an effort to gain a better understanding of the relationship between
course development and ability to generate revenues. However, as the numbersindicate, it is difficult to
See a condstant relationship between the number of courses, the number of participants and revenue
generdion. It would be alogica assumption that an increase in revenue would be positively correlated
with ether an increase in the number of courses offered or an increase in the number of participants.
However, the data does not support this assumption. On the contrary, there are instances where there
isan increase in ether the number of courses or the number of participants (and sometimes both) but a
drop in generated revenue. The only logica explanation for such an occurrence is a dragtic change
downward in the prices of the courses. If thisindeed were the case, this information should be flagged
in the quarterly report.

Table3

Quarterly Performance for Program Componentsin Terms of Revenue, Number of

Participants, Revenue per Cour se, and Revenue per Participant.

Management # of Courses # of Revenuein $ Revenue per Revenue per
Participants course participant
Q 3, 1998 5 94 6610 1322 70
Q 4,1998 10 134 6209 621 46
Q 1, 1999 13 186 15573 1198 84
Q 2, 1999 18 154* 7051 392 46*
Total/Average 46 568* 35443 771 62*
Computers # of Courses # of Revenue in $ Revenue per Revenue per
Participants course participant
Q 3, 1998 11 218 9970 906 46
Q 4, 1998 12 218 14299 1191 66
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Q 1, 1999 15 339 16114 1074 48

Q 2,1999 15 158* 8468 565 54*
Total/Average 53 933* 48851 922 52*
English # of Courses # of Revenuein $ Revenue per Revenue per

Participants course participant

Q 3, 1998 1 9 853 853 95

Q 4,1998 5 40 4138 828 103

Q 1, 1999 7 63 5980 854 95

Q 2,1999 8 20* 5003 625 173*
Total/Average 21 141* 15974 761 113*

Table 4 further highlights the puzzling relationship between the increase in the number of courses
offered and an occasiona decline in revenue. Quarter 2, 1999 has registered an increase in courses for
management and English, whereas computer courses remained at the same level. However, dl three
program component show a significant drop in revenues. The quarterly report attributes this decline to
two factors: an onset of summer and an increased work load for program managers connected with
developing a business plan (finished in May). Information in the tables confirms that performance
(either number of courses or revenues) in quarters 3 and 4 declines due to summer vacation and winter
holidays. However, schools and universities do not finish their activities until late into June, so it would
appear to belesslikely that decrease in revenue generation in Quarter 2 is primarily due to the time of
the year. The second explanation is more plausible. The Center saff was clearly over extended and,
therefore, did not devote adequate time to marketing campaigns. However, this shortfal indicates a
weak spot in the Center’ s work routines and management capabilities.

Table4

Comparison of Quarterly Performance by Course Category in Terms of the Number of
Cour ses Offered and Revenue Gener ated.

Management # of Courses Changefrom Revenue Changefrom
previous quar ter in$ previous quarter
(%) (%)
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Q 3, 1998 5 6610
Q 4, 1998 10 +50 6209 -6
Q 1, 1999 13 +23 15573 +60
Q 2,1999 18 +28 7051 -55
Computers # of Courses Changefrom Revenue Changefrom
previous quarter in$ previous quarter
(%) (%)
Q 3,1998 11 9970
Q 4, 1998 12 +8 14299 +30
Q 1, 1999 15 +20 16114 +11
Q 2, 1999 15 0 8468 -47
English # of Courses Changefrom Revenuein $ Changefrom
previous quar ter previous quarter
(%) (%)
Q 3, 1998 1 853
Q 4, 1998 5 +80 4138 +79
Q 1, 1999 7 +29 5980 +31
Q 2, 1999 8 +12 5003 -16

MTC hopesto achieve financid sustainability at the end of USAID funding, in June 2000. The MTC
business plan, which provides schedule of courses and projected/anticipated revenues, was designed to
guide the Center along this path. Presumably, the figures for projected revenues have been arrived at
by doing a bregk-even andysis. Information about projected revenues is available only for Quarters 1

and 2, 1999. Table5 presents the data.

Tableb

Actual and Projected Revenues by Course Category for Quarters 1 and 2, 1999
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Q 1, 1999 Actual revenues Projected revenues % of target met
Management 15573 19251 81
English 5980 11001 54
Computers 16114* 24750 65
Total/Average 37667 55002 68

* Thefigure provided in the quarterly report is $17580. The figure above isderived from the table “MTC courses

and seminars.”
Q 2, 1999 Actual revenues Projected revenues % of target met
M anagement 7051 19251 37
English 5003* 11001 45
Computer 8468** 24750 34
Total/Average 20522 55002 37

* Thefigure provided in the quarterly report is $7055
** Thefigure provided in the quarterly report is $7649. The above figures are derived from the table “MTC courses
and seminars.”

It is encouraging to note that the management component did very well during the first quarter,
generating 81% of projected revenues. Computer courses also did well, achieving 65% of the targeted
revenues. The second quarter, however, has seen a steep decline in the financid performance of the
Center. It isimperative that MTC gaff turn their attention to understanding the continuing disparity
between the actud and projected revenues. If this trend continues, the usefulness of the business plan
and its projections as an indicator for MTC activities comes into question.

Table 6 presentsinformation on revenues and expenditures. This table shows agood progress toward
achieving financia sustainability, with the exception of quarter 2, 1999.

Table 6
Revenues and Expendituresfor Quarters3 and 4, 1998 and Quarters 1 and 2, 1999
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Revenues Expenditures % of Expenditures
covered by revenues
Q 3,1998 17433 29992 58
Q 4, 1998 24646 38217 64
Q 1, 1999 37667 39306 96
Q 2, 1999 20522 48447 42

During the past four quarters, MTC has made, in some cases, sgnificant gainsin program devel opment
and revenue generation. Thisisencouraging. However, it is doubtful that MTC will be ableto achieve
financia sugtainability by the end of the USAID grant period. This conclusion is based on the
continuous discrepancy between the projected and actud revenues. Having said that, the Center will
most likely il do quite well, even with afinancia shortfal. 1t may have to cut on some of the
expenditures but a the sametime it will settle at reasonable (if not comfortable) level of operation until it
can develop and introduce new services and programs.

It is encouraging that English courses have steadily gained in terms of income generation and in the
Quarters 1 and 2, 1999, accounted for 16% and 24% of generated revenues, respectively. At the
same time, English indruction is becoming more diversfied by providing courses a the places of work.
Such an arrangement is an attractive feature for many employers who are interested in upgrading
qudifications of their workers.

7.4.3 INSTITUTIONAL SUSTAINABILITY

7.4.3.A Réationship with KTU/P.

One of the centrd gtipulations of the follow-on award was that MTC and KTU/P develop center by-
laws outlining the exact relationship between the two indtitutions, including their mutua respongibilities.
It was dso hoped that the by-laws would provide greater manageria and financia autonomy for the
Center, particularly for financid accounting since the existing system at KTU/P is too cumbersome to
accommodate the flexibility needed to support Center activities. The by-laws were sgned in May
1999 and MTC, while a branch of the Faculty of Management, has become a semi-autonomous
indtitution at KTU/P. It receives direct oversight by the Dean of the Faculty of Management and by a
committee comprised of the KTU/P Director, the two Deans, and the KTU Deputy Rector for
Personnd. Importantly, from the perspective of financia operations, MTC has a sub-account that
makes the financid activities of the Center less cumbersome, athough not as flexible as would be
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desired for the operation of a busnesstraining center.

KTU/P sees the Center primarily as a support base for faculty development and student training, and
out placement. Asof March 1999, KTU/P has new adminigtrative leadership. The new Director
expressed strong support for MTC activities and considers it a great asset for the university. He
indicated his (and university’s) willingness to continue supporting the Center even if it could not cover its
operating cods after the end of the USAID funding.

The KTU/P Director hopesthat MTC will sgnificantly increase both the visibility and strength of the
Univergity and the Management Faculty by providing aforum for KTU/P faculty and doctord students
to supplement their theoretica knowledge with practica application. He aso expressed an interest in
involving the Center in developing an internship component (practicum) to the existing management
curriculum, Since such arequirement dready exiss. However, the university has had difficulties finding
enough opportunities for student internships.

Under the previous grant, KTU/P obtained financing in the amount of $250,000 from the Government
of Lithuaniafor renovation of the present Center facilities. In addition, KTU/P agreed to cover the
codts of dectricity, water, and trash remova aswell as some of the repair and maintenance costs. This
contribution has an estimated value of $16,000 per year. MTC aso does not have to pay rent.
Because of the centrd location of the facilities, the imputed rent vaue (based on the rules created by the
municipa government) is $7.50 per square meter, bringing the totd rent outlay to $48,000 per year.
Furthermore, dl full-time Center staff are consdered KTU/P employees and receive the sandard
benefit package.

7.4.3.B Reationship with the Office of the Mayor.

Although the Mayor dso expressed strong support for MTC, he has adifferent vison for the emphasis
of the Center’ s activities. In contrast to the KTU/P Director, the Mayor believesthat MTC'sroleis
more important to provison of community outreach through targeted training programs, such as youth
leadership, training of municipa employees, public adminigtration and municipd finance.

According to the Mayor, MTC has made (and continues to make) a very important contribution to the
development of Panevezys. The participants of the 300-hour ETP course are ill active and
successfully integrated into the business community of the city. He aso supports the close cooperation
between the Center and the city. In terms of possibilities for future collaborative programs, the Mayor
isinterested in a specid training course for municipa employees or prospective employees. The new
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law on government employment requires that employees undergo training in public adminigtration.
Thereis certainly room for MTC to become aprovider of such training on an ongoing basis. Further,
the budget law of Lithuania designates that not less than 3% of sdary has to be spent on training.

Because the Center attempts to be responsgive to both KTU/P and to the needs of the community, as
well asto comply with USAID expectations, the Center suffers from an identity problem, that isthe
management of the Center is unclear in @ther understanding or communicating its misson. It isnot
impossible for the Center to be responsive to this range of needs, however, it will require that the
Center leadership, working more collaboratively with al parties involved make a clear and firm
commitment to its mission and priorities.

80 CONCLUSION

As the only management training center in the Panevezys region, MTC iswell poditioned to serve as a
catalyst for developing strategic aliances and collaboration between KTU/P, other educeationa
ingtitutions in the country and the regiona business community. The Center is highly regarded by both
KTU/P adminigtration and the municipa authorities and is perceived as adriving force for further
academic drengthening of the universty and economic development of the city.

Although MTC has been successful in increasing the number of training activities and broadening its
regiona reach since the beginning of the new award, achieving programmetic sustainability will remain
an important challenge for the immediate future. In its quest for sustainability, MTC needsto articulate
agrategic vison/plan that will serve as aroad map for developing the Center’s core programs. MTC's
sustainability will be greetly strengthened if it can develop a programmétic niche and maintain a
competitive edge. Securing awell qudified pool of ingructors will remain the crucid component of this
Pprocess.

MTC could strengthen its programmeatic and ingtructional base by developing collaborative training
activitieswith other ingtitutions in the country and/or in CEE. So far, however, the Center has not been
able to establish drategic aliances with other indtitutions. Perhaps one of the reasons for thisis that
ance the follow-on award MTC had to overcome numerous administrative and programmeatic
difficulties

In May 1999, with help of an IESC volunteer, MTC has completed a business plan through the year
2000 that includes a schedule of coursesin the three programmatic areas and projected revenues.
While the Center has developed and introduced severa new courses, the management curriculum
through the year 2000 consists mostly of one to two day seminars. It isonly in September 2000 (that
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is, after USAID funding ends) that the Center plansto offer a Diploma Management Program, afour-
month-long, modular training activity. Further, dthough MTC offers a variety of management related
courses there does not gppear to be a Sructured progression of courses from beginning to more
advanced.

In examining the performance of the Center’ straining programsiit is evident that management training,
which is supposed to be the centerpiece of course offerings, lags behind in terms of income generation
and enrollments. By far the most popular courses are in computer training and they dso lead in terms
of income generation and enrollments. Severd factors could have contributed to this development: (1)
level and type of courses offered to satisfy market demand;  (2) marketing methods used by the Center
g&ff; and (3) availability of qudified insructors. MTC gtaff need to give these issues serious
congderation.

MTC has made significant progress toward more systematically securing a core of qudified trainers.
Because TOT is central to overal success of the Center, the Center needs to further Strengthen its
ability to recruit, train, and retain trainers. Further, the Center needs to ensure that it has sufficiently
qudified trainers across the course offerings to deliver as well as develop new programs.

During the past four quarters, MTC has made, in some cases, sgnificant gainsin program devel opment
and revenue generation. Thisis encouraging. However, the Center’ s performance is till characterized
by large quarterly fluctuationsin revenue levels. Further, during the last two quarters, the projected
levels of revenue generation stipulated in the business plan have congstently not been met. It is
imperative that MTC gaff turn their attention to understanding the continuing disparity between the
actua and projected revenues. If this trend continues, the usefulness of the business plan and its
projections as an indicator for MTC performance comes into question.

MTC has hoped to achieve financid sustainability by the end of the USAID grant period. Considering
the continuous discrepancy between the projected and actud revenues and financid shortfal in covering
operational expenses, it is doubtful that the Center will achieve this god. However, the Center will

mogt likely il do quite well. It may have to cut on some of the expenditures but & the same time it will
settle at areasonable (if not comfortable) level of operation until it can develop and introduce new
services and programs.

90 RECOMMENDATIONS

The following recommendations are submitted for consderation to the MTC Saff:
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MTC should decide what kind of dataiis to be included in quarterly reports and develop a
consistent report format.

MTC should continue to develop its strategy to identify and retain well qudified ingructors. In
an effort to srengthen the practica business component in program ddivery, the Center might
consider gpproaching some of its participants and asking them to become guest lecturers.

MTC should congder developing collaborative rdationships with other educationd indtitutions
in the country as wedll asin other CEE countries as part of the effort to strengthen its
programmatic base.

Inits quest for sustainability, MTC should clearly articulate a drategic visor/plan that will serve
as aroad map for developing the Center’ s core programs.

MTC should consider broadening its programmetic offerings to include more advanced,
modul ar/certificate courses that later could be customized. These packages could be offered to
groups of clients'‘companies (as opposed to individuals) that do not compete with each other.

MTC' s leadership should consider employing services of a business management professond
to oversee the development of a competitive business training program.

MTC gaff should scrutinize marketing methods in order to assure the highest levels of
enrollments.

MTC should serioudy consder using the dower summer months for active marketing, training
of indructors, course development and other adminidrative issuesin order to minimize the loss
of potentid clients, trainers and revenues. Staggering vacation leave of MTC saff would
facilitate this operationa approach.

MTC should provide their trainers with a Sandardized guiddine for preparation and
presentation of materid. The consstency in presentation of materias enhances credibility and
professond image of the Center.

MTC should convene regular meetings of their trainers as a group and as sub-groups according
to subject areq, to facilitate networking among trainers, to discuss sandard operating guiddines
of the Center, and to solicit feedback and ideas about current and future offerings and
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presentations, and needed adjustmentsto logistical support.

? MTC should analyze and try to overcome the continuing disparity between the actud and
projected revenues.

? To the extent that time permits, USAID should continue to facilitate MTC' sinteraction with
other educational and business ingtitutionsin Lithuaniaand in the region.

? Since most of the MTC gaff is newly hired, they could profit from additiond training in dl
phases of business management and adminigration. Thistraining could take place on both
forma and informa bases through participating in training programs offered by USIS and other
donors, and by ditting on MTC seminars, repectively.
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ANNEXES

ANNEX 1: Program Performance for Quarter 3, 1998

July 1998 # of # of # of Female Revenue % by % by
Courses Participants | Participants in$ Revenue Par ticipants
M anagement
English
Computers 1 25 10 625 100 100
Total 1 25 10 625 100 100
August 1998
M anagement
English
Computers 4 79 34 2370 100 100
Total 4 79 34 2370 100 100
September
1998
Management 5 94 58 6610 46 43
English 1 9 4 853 6 4
Computers 6 114 44* 6975 48 53*
Total 12 217 106* 14438 100 100
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ANNEX 2: Program Performance for Quarter 4, 1998

October 1998 # of # of # of Female Revenue % by % by
Courses Participants | Participants in$ Revenue Participants

Management 3 51 29 1740 17 26
English 3 26 18 2825 28 13
Computers 6 122 61 5564 55 61
Total 12 199 108 10128 100 100
November
1998
M anagement 5 64 39 3414 30 42
English 1 9 5 875 8 6
Computers 4 79 58 7000 62 52
Total 10 152 102 1289 100 100
December
1998
Management 2 19 12 1056 33 46*
English 1 5 2 438 13 12*
Computers 2 17* 12* 1736 54 42*
Total 5 41* 26* 3229 100 100
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ANNEX 3: Program Performance for Quarter 1, 1999

January 1999 # of # of # of Female Revenue % by % by
Courses Participants | Participants in$ Revenue Participants

M anagement 2 50 48 5408 44 31
English 2 13 9 1550 12 8
Computers 5 98 48 5493 44 61
Total 9 161 105 12451 100 100
February
1999
M anagement 5 57 33 3943 34 28.5
English 2 12 7 1793 15 6
Computers 5 131 67 6002 51 65.5
Total 12 200 107 11737 100 100
March 1999
M anagement 6 79 31 6223 46 35
English 3 38 20 2638 20 17
Computers 5 110 63 4619 34 48
Total 14 227 114 13480 100 100
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ANNEX 4: Program Performance for Quarter 2, 1999

April 1999 # of # of # of Female Revenue % by % by
Courses Participants | Participants in$ Revenue Participants

Management 8 83* 61* 3375 40 61
English 2 19* 12* 1138 14 14
Computers 5 33* 14* 3623 46 24
Total 15 135* 87* 8135 100 100
May 1999
M anagement 5 27* 11* 2031 24 21
English 4 10* 5* 3305 40 8*
Computers 6 92 46 3015 36 71
Total 15 129* 62* 8351 100 100
June 1999
M anagement 5 44* 22* 1645 41 57*
English 2 560 14
Computers 4 33* 19* 1830 45 43*
Total 11 77 41* 4035 100 100
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