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I. Outline of the Project

Country : Republic of Hungary Project title : The Third Country Training Programme

""Management  Consulting  Training
Course' in Hungary.

Issue/Sector ; SMEs / Industry Cooperation scheme : Third Country Training
Division in charge : Regional Dept. IV Total cost : 203,313 USD (at the time of evaluation)
Europe Division
(R/D): 10/Nov./2000 Partner Country’s Implementing Organization :

Period  of|(Extension):
Cooperatio |(F/U) :
n (E/N) ( Grant Aid )

Hungarian Productivity Center

Supporting Organization in Japan :

Related Organizations:

1  Background of the Project

Since the establishment of a democratic government in 90’s, Republic of Hungary has kicked off its transition to
a market economy and the Hungarian government has been pursuing the economic reform focusing on
privatization and market creation. In 1994, the Hungarian government had established Hungarian Productivity
Center (HPC), where a project-type technical cooperation named “Hungary Productivity Development Project”
has been conducted (1995.01.01-1999.12.31). The cooperation project was completed in 1999 since it was
considered that the trainers who extend production improvement activities were fostered in Hungary.
After the completion of the “Hungary Productivity Development Project”, the Third Country Training
Programme (the Course) was planned and commenced as 5-year cooperation scheme, in which 5 training courses
were planned to be conducted. The aims of the Course are to extend the effects of the Course to other countries
and to support the sustainable independence of HPC.,

2 Project Overview

( 1 ) Overall Goal

The graduates from the Course utilize their acquired knowledge and skills of productivity improvement in
Central and Eastern Europe. '

( 2 ) Project Purpose

The participants in the Course, from Central and Eastern European countries, gain necessary knowledge and

skills to conduct management consulting on productivity improvement for small-medium enterprises.

( 3 ) Outputs

1. Curriculum for gaining the knowledge and skills of production management consulting is appropriately
prepared.

2. Participants acquire the knowledge of productivity improvement.

3. Participants gain the experience of production management consulting through field practices.

4. Administrative capacity of HPC on managing training courses is increased.

5. Teaching skills of HPC lecturers are improved.

( 4 ) Inputs

Japanese side :
1. Dispatch of Lecturers: 4 lecturers ,
2.76% of Cost of conducting the training course (Total Cost of the past three courses: 154,316 USD)
Cost of receiving participants (flight fare, transport, allowance, etc.), '
honoraria for external lecturers (teaching fee), salary for interpreter and secretary.

Hungarian Side :
1. Assignment of lecturers and administrative personnel: 11 lecturers and 1 staff
2.24% of Cost of conducting the training course (Total Cost of the past three courses: 48,997 USD)
Salary for administrative officers, Transport, equipment, copy,
rental] fee for training space, communication, etc.




II. Evaluation Team

Members of}- Ken’ichi NAKAGAMI Leader Director, Office of the President,
Evaluation Ritsumeikan Asia Pacific University (APU)
Team - Hiroko UCHIDA Evaluation Planning ~ Associate Expert, Middle East and Europe
Division, Regional Department IV, JICA
-Takahiro MIYOSHI Evaluation Analysis FASID
Period of| 01/Feb./2004~ 09/ Feb./ 2004 Type of Evaluation ; Terminal
Evaluation

II1. Results of Evaluation

1 Summary of Evaluation Results

(1) Relevance

Productivity improvement” taught by the Course is considered as one of the important issues for SMEs. The
contents of the Course are relevant to the participants’ needs. The Course’s purpose is also along with Japanese
aid policy including JICA which intends to support Hungary and other neighboring countries to enter smoothly to
the market-oriented economy. However, there are new demands of the knowledge and skills for SMEs, such as
financial management, marketing, human resource management, environment protection, etc. They should be
considered equally important to productivity improvement for SMEs, but the contents are not covered by the
Course, which is focusing on plant-oriented concepts. Relevance of the Course is evaluated as high so far, but the
level of the relevance is going to be decreased if the contents of the Course will not be re-considered.

( 2 ) Effectiveness

One hundred seven participants have attended the courses and nearly all of the participants have received
diplomas. The level of achievement is satisfactory since the participants graded more than 4 out of 5 in their
self-evaluation and the majority of the lecturers considered that many participants had acquired the knowledge
and skills for management consulting. The individual level of the achievement tends to be varied mainly because
of the participant’s backgrounds including previous knowledge and experience, belonged organizations, English
skills, etc. There are just a few opportunities for the participants to have similar training program in Hungary and
other countries, the Course is considered as the main training program for most of the participants. Thus the
Course has a significant influence on the building of participants’ skills of knowledge about productivity
improvement. The competitiveness of the Course has been evaluated generally “better than the average”.
Therefore, the Course is evaluated as effective.

( 3 ) Efficiency

Most of the necessary inputs were made as expected, except the cost disbursement from the Hungarian side. All
inputs made seem to be fully utilized and maintained. The intermediate results (outputs) were satisfactory.
Therefore, the inputs were efficiently transformed into outputs. Cost per participant of the Course was about
one-fifth of the cost of the similar course conducted in Japan. However, it was concerned that some Courses
received less number of the Course’s capacity. It the number of the participants had reached to its capacity level,
the efficiency of the Course would have been more appreciated.

( 4 ) Impact

Most of the ex-participants have used the knowledge and skills from the Course in their countries. The level of]
utilization differs and it depends on their belonged organization, assigned job, and experiences. The knowledge
and skills of the Course tend to be used, when the ex-participants have already had opportunities. Those who
didn't use the knowledge pointed out that they don't have many opportunities because of their backgrounds.

The Course provided all participants to establish personal network among the participants and the lecturers. HPC
have gained their management capability by dealing with the course, The government officers considered that the

Course has strengthened the relationship between Hungary and Japan to promote the future cooperation. There is
no negative impact brought by the Course.

{ 5 ) Sustainability

The Hungarian government admits the importance of HPC, however, its-financial support has not been enough.
The number of the HPC staff has been decreased from fifteen to just two lecturers and an administrative staff.
HPC has the basic capacity of managing the training courses, but it needs further effort to consolidate the
managing ability. Currently, the annual budget of HPC suffers from continuous deficit. Most of the financial
source for conducting the Course has come from the Japanese side, which bore about three quarters of the total




cost. HPC won't be able to conduct the training course after the termination of JICA’s financial supports. There
seems to be a restructuring plan for HPC, but it is not ensured so far. The Hungarian lecturers can develop the
curriculum by themselves without Japanese supports. It seems that some of the ex-participants utilize the
knowledge and skills from the course and develop them into their fields. It depends on their backgrounds.
Especially, the ex-participants who had already experience and their field to test can develop the knowledge.

2 . Factors that promoted realization of effects

( 1 ) Factors concerning to Planning
The training program had the field practice that nurtured the application skills of the participants.
{ 2 ) Factors concerning to the Implementation Process

Good personal relationship among lectures and staff has already been fostered since the technical assistance
project commenced in 90’s.

3 . Factors that impeded realization of effects

( 1 ) Factors concerning to Planning

Insufficient planning of preparation activities of the training program such as application process of the
participants and development of the curriculum.

( 2 ) Factors concerning to the Implementation Process
Insufficient monitoring during the preparation activities for the training..

4 . Conclusion

The Course was generally evaluated as “successful” for its high relevance, efficiency and effectiveness. There are
positive impacts including establishment of the valuable international and intersectional networks of participants.
Technical sustainability is also expected since the lecturers and the participants have gained practical experiences
from the Course. This is attributed to the good relationship among the lecturers and staff, and the practical
approach of the Course installing the field practice. One of the typical characteristics of the Course is that the
level of effectiveness and impact is differed because of the participants’ backgrounds such as belonged
organization, job, previous knowledge and experiences, etc. The target group of the Course itself is not fully
clarified and the selection process of the participants were not managed, despite that the selection of the
participants is important for the outcome of the course. In the current situation, the knowledge and skills needed
for SMEs are not only productively improvement, but also financial management, marketing, human resource
management, environment protection, etc. The Course needs to consider the new demands. The current situation
of HPC is not stable in financially and institutionally.

5 . Recommendations

Recommendations to HPC

In planning the fifth Course in 2005, HPC should pursue the following issues.
1) Review of the structure of the Course for adding the new contents

2) Strengthen the institutional relationship with relevant organizations

3) Establish a strategic recruitment and selection process of the participants
4) Strengthen the advertisement of the Course

5) Install an evaluation system of the participants in the Course

6) Report the progress of the preparation for the fifth Course

T) Accountable report of finance of the Course

8) Improvement of supervision of the Course by HPC

In general, HPC should pursue the following recommendations.
9) Strengthen the network of the participants and lecturers

10) Report of the organizational change of HPC to JICA

11) Consider the profit-oriented training program

Recommendations to Ministry of Economy and Transport

The following issues need to be considered by Ministry of Economy and Transport.
1) Further supports for HPC

2) Disburse the budget of conducting the Course




6 . Lessons Learned

When planning a training program under JICA’s cooperation scheme such as the third-country training, the
following issues should be considered.

- Installation of a monitoring system, in order to follow the progress of the Course preparation, execution, and
administration. ‘

- Refurbishment of the course curriculum, contents, and lecturers with the evaluation of the participants.
- Establishment of a monitoring system of the achievement of the participants. |
- Encouragement of linkages with relevant organizations such as governmental organizations, universities, etc.
- Strategic network development of the participants for strengthening the imbact of the course.
When planning any technical cooperation project under JICA’s cooperation scheme, the following issue should
be considered.

- Careful selection of the counterpart organization with foreseeing the termination of the aid support.

7 . Follow-up Situation

By referring to the evaluation results, Hungarian Productivity Center is expected to make efforts for its important
tasks such as recruitment of appropriate target groups and competent lecturers, strengthening relationship with
other relevant organizations, financial management of the course, etc. There is a draft plan of the institutional
changes of HPC, but it is not formally confirmed. Thus, a decision about further supports of Japan needs to be
considered along with studying the on-going situations of HPC in terms of functional, financial, and institutional
aspects.
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5-2. 5-2.
5-3. 5-3.
. HPC 1. 1.
2. 70% 2. 30% 1. HPC
( 2. HPC
) )
. HPC (




3.3

3.3.1
PDM

3.3.2

PDM

3.3.3

PDM

3.34

3.35

(Relevance)

(Effectiveness)

(Efficiency)

(output)

(Impact)
PDM

(Sustainability)

PDMe

(input)
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4.1

11

2001 2002 2003
1
a. 3.9 4.2 3.6 3.9
b. 3.7 4.3 4.1 4.0
C. N/A 4.4 4.0 4.2
2
a. N/A 3.3 3.2 3.2
"just right™ 3.1 3.1 3.1
N/A 3.1 3.1 3.1
N/A 2.8 3.0 2.9
N/A 2.5 2.9 2.7
N/A 2.8 3.0 2.9
b. N/A 3.2 3.1 3.2
C. N/A 3.3 3.7 3.5
3
a. 3.8 3.5 3.2 3.5
b.
3.7 4.3 3.8 3.9
N/A 4.1 3.4 3.8
N/A 3.9 3.7 3.8
N/A 4.3 4.1 4.2
3.8 4.4 4.3 4.2
N/A 4.0 4.2 4.1
N/A 4.2 3.9 4.0
4
a. 3.5 3.9 3.3 3.6
b. N/A 4.2 3.8 4.0
5
a. 3.8 4.5 4.0 4.1
b. "no good" 4.1 3.4 3.7
C. 4.4 3.8 4.1
d. 4.2 4.3 4.2 4.2
e. N/A 3.4 3.2 3.3
f. 4.0 4.6 3.9 4.2
g. 2.1 2.8 3.0 2.6
h. N/A 4.0 4.2 4.1
6
a. N/A 4.1 4.1 4.1
N/A 28 21
4 2




4.2

88%

90%

4.6

4.3

3.9

HPC

4.8

4.3

(

)
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HPC 70
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4.3

OO WwWww

(50%
(50%
(0%
(0%

— ~— — —

2a

88%

2b

82%

O O 010

(100%

(0%

(0%
(0%

— ~— — —

oON B~

(14%
(57%
(29%

(0%

— ~— — —
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(20%)
(0%)
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(33%
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(0%
(0%

— ~— — —
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(67%)
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HPC
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51

511
1)
HPC (2001 2 2004 2 )
4
2)
4 11 ( )
»  Kazunori lwamoto > Albert Kdmén
>  Kenichiro Kato > Antonio Romano
»  Shigetsugu Namiki »  AttilaVincze
»  Yasuhiko Tsutsumi >  Baazs Bessenyey
>  Balazs Németh
) »  Csiszér Miklos
»  Kaoichi Hiratsuka »  Gabor Tarjan
»  Lé&szl6 Sobs
> Ott6 Fehér
»  Rabert K. Veresegyhazy
»  Tibor Halasz
51.2
1)
70% 154
76%
71 US
2)
5
24%

16

us



70

30

us
2001/1/21 | 2001/2/11 2002/2/4 2002/2/22 | 2003/1/20 2003/2/7 2004/1/18 2004/2/6 2004/1/18 2004/2/6
6,750 57,125 4,875 60,275 4,875 40,508] 6,750, 43,500] 23,250 201,408
10,260 12,820| 17,220 32,010| 19,162| 16,096] 22,500, 27,710| 69,142 88,636
17,010 69,945| 22,095| 92,285 24,037| 56,604 29,250, 71,210|  92,392] 290,044
19.6%  80.4%  19.3%  80.7%|  29.8%  70.2%|  29.1%  70.9%  24.2% _ 75.8%
1,357| 28,702]  1,392| 35504 1,534 46,475 N/A N/A| 4,283 110,681
15,758/ 18,667| 16,481| 13,070| 12,456 11,898 N/A N/A| 44,694 43,635
17,115 47,369 17,872| 48,574 13,989 58,373 N/A|  71,210| 48,977| 154,316
26.5%  73.5%  26.9%  73.1%|  19.3W  80.7% 24.1%  75.9%
* HPC
5.2 ( )
521
2001
3
18 January Arrival of participants
19 January a.m. Opening Ceremony
p.m. Plant Diagnosis
20 January a.m. Modern production system and the 5S method
p.m. Total Productive Maintenance
21 January a.m. Application of TQM
p.m. TQM — how it works in Japan
22 January a.m. Push-Pull and JIT production system
p.m. Benchmarking

17



23 January a.m. KAIZEN - part |
p.m. KAIZEN - part |1
24 January Free
25 January Free
26 January a.m. Creative tools of management consulting
p.m. Orientation for Field Practice
27 January Company visit — world class implementation of
management systems
28 January 5th Hungarian Productivity Conference
29 January Field Practice (day 1)
30 January Field Practice (day 2)
31 January Free
1 February Free
2 February Field Practice (day 3)
3 February Field Practice (day 4)
4 February Field Practice (day 5)
5 February Field Practice (day 6)
6 February a.m. Group Presentations, Closing Ceremony
7 February Free
8 February Departure of participants
a.m. :9.00-12.00, p.m. : 13.00-16.00
Conference: 9.00 — 17.30
Field Practice, Company visit: 8.00 — 17.00

52.2
9
TOQM(Total Quality Management
KAIZEN Push-Pull and JIT (Just-In-Time)

18

TPM (Total Productive Maintenance)




Management 1. Plant Diagnosis Plant Diagnosis Plant Diagnosis
Consulting in
Manufacturing 2. Management Modern Modern
Sector Consulting in production system production system
Manufacturing and the 5S and the 5S
Modern Sector I,11 method method
production )
management 3. Fundamentals on Push-Pull and JIT Total Productive
system modern production system Maintenance
management o o
TQM systems Application of Application of
TQM TQM
TPM 4. Push-Pulland JIT . .
production system TQM-how it TQM-how it
Pull production works in Japan works in Japan
system with 5. Total Quality )
simple KANBAN Management Total Productive Push-Pull and JIT
system Maintenance production system
6. Total Quality ) )
KAIZEN and Management-how Benchmarking Benchmarking
Problem Solving it works in Japan KAIZEN 1,11 KAIZEN 1,11
at Japanese )
Companies £ TOtf”“ Productive Creative tools of Creative tools of
Maintenance - management management
Management TPM . ;i
Consulting consulting consulting
Techniques 8. Benchmarking
Experience of 9. Continuous
ISO Certification improvement |11
In Hungary 10. Quality Awards
Quality Award
Model System
5 4
88% 82%
5.2.3
2 2

19



1. IMAGKFT 1. BUSZESZ Rt. 1. Bombardier 1. ACTARIS
Transportation
2. PEMU Rt. 2. Buda Gépgyar 2. Exce Csepd 2. GeoDesy
Kft. Ltd.
5 4
appropriate
5.3 ( )
531
107
30
2001/1/21 | 2001/2/11 2002/2/4 2002/2/22 | 2003/1/20 2003/2/7 2004/1/18 2004/2/6

15 12 18 14 12 10 20 15 65 51
2 2 2 2 2 2 2 2 8 8
2 2 2 2 3 2 2 2 9 8
2 2 2 2 2 2 4 2 10 8
2 2 2 2 2 2 2 2 8 8
2 2 2 2 2 2 2 2 8 8
0 0 2 2 2 2 2 2 6 §
0 0 0 0 1 1 1 1 2 2
1 1 1 1 1 1 1 1 4 4
1 1 1 1 1 1 1 1 4 4
27 24 32 28 28 25 37 30 124 107

20




1
5.3.2
5 4
3
5.4 (HPC )
54.1
HPC
HPC
4 HPC
5 4
5.4.2
4 11
11 4 HPC
5 4

21



HPC

HPC

HPC HPC
? /
(Yes/No)
Albert Kalman No
Antonio Romano No EFESO Consulting (Italy)
Attila Vincze Yes 2000 9 N/A
HPC
Balazs Bessenyey Yes HPC
Balazs Nemeth No Kvalikon Ltd.
Hungarian Qualit
Csiszar Miklos No g Q Y
Development Center
Gabor Tarjan No Szenzor Ltd.
Laszlo Soos Yes 2002 1 5S Bt.
Otto Feher No Sirius Bt.
Robert K. Veresegyhazy Yes 2000 3 Benchmarking Bt.
Tibor Halasz Yes 1998 10 N/A

22




6.1 5
6.1.1

JICA
15

6.1.2

6.1.3

EU

4 107

70:30 75:25
20%

30
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6.14

6.1.5
HPC
15 2
HPC
HPC
HPC
7
HPC
HPC
4
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6.1.6 HEE

AHHED BT S HAEN TS L AR LcET 2 REBW 2 Efcx 5 L
~NUETEE B B2 Licdh B, % 4 BIOFHET 107 4 OFHER N FFHES S
L. EEACSBRETELRE SN, T OER L~ LBED 3 BOTHAE R
EOFMIC LD & 5 BT 4.1 Th Y. E 78T & 2 5HCRESEE 2 &
AR 7 N 5 AR [RHANRE DO &SR E T AT A L
LEATOD, 1L, AV a7 EOERN LN T B LIERO LA,
SHEMCTEAERDY . TOERE LTSHEDAY 7 7T K% | Fil
MO, EMABCRR. SIS EENC > TEbAERICH S, FED
THEZ v 75 ME, N —ROENEICSL 2 1L AEDOZHEEICLE - T
ARHE LA BT 2 B b EERFHETH B 2 L b, AFHEDSHE~D
MBREEEITENE VAL D, SHERUEN» O OIMETIEL, AFHEDHSH
RESOMBOTHE & 0 1R E L OFMETHY . k>T, FFEOEHIETH &
Wz B,

6.2 FEim

ARFHEITE VR, REROCESERR b, Eio, Zi#AE - B0 AW
Ry N —T S NEBELZEVDIAS T FHEFHESNEbDTH S, il
RN IRAVIZE IR BRE L 2 CE DIHEFEETH 5,

X, 90 ERPB O DNVTW D EFEMR LD D HADH I LY AR
BB+ DICHSL SN TN &0, FHEa —AREEFZER L W Z R ENE
TRRREhER E LTHEIT N5,

AHHED O & D>DRE L LT, RBHE DR EEMEKED 7O OREZE O
W BN OBE S, ZEEONY 7 FT R, Ok D FFEEBOLAE, k- R
BRI T, FOERV-INBEI ZLHD, ZREDNY 7 TF RBER
RICKREBRFEBEDHZZDITHDPDLLT, KHEOXHGRE (X =4y N TN~
DUEE  BEOT v ARFSITHREF STV RN,

REOET HRARCHBE D=~ X EELRD L KPHEONERT Fu—F b
ERHEORMDH 2 & Bbh s, THRELAED D CRIEO SN L 5
BRI, BUEEPLOEEER LT TR, MBEHEOAMER - FH, ~—7
TavT, BEREREIVEATETEY, ZOL)RHLWEHBOEE L, 4
EORECTHEZLEINILEZATH D, LoT, BETRELEATHELHE  FHE
SNTNDHEZATHLIN, ZHIXEELFELLOEBRVETEVI L2805
H D TRV, :

RPHE DEERHE L 725 HPC ORILITHER D SHMEENC b EE L TE LT,
BESNDRBICH D, EEMRBETHD HPC BREERT T, KFED B SIHE
PEIIREfE TE 220,
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HPC

1)

2)

3)

HPC

4)

HPC

5)

JICA
HPC

HPC
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6)
HPC 3 5
JICA HPC
JICA

7)
HPC
JICA
8) HPC

HPC
HPC

9)

HPC

10)HPC JICA
HPC JICA

11)

HPC

1. HPC
HPC HPC
JICA HPC
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HPC

HPC

R/D
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