University of Pereslavl

EUEREK case study
1. Baseline information about the University

Background

University of Pereslavl (the Volga region) is a small regional private institution set up in 1993. It was converted into university from a task force within a research centre called the Institute of Programming Systems of the Russian Academy of Sciences (PSI RAS ). The city of Pereslavl-Zalesskiy is located in the Yaroslavl region (the Volga province) at a distance of 140 kilometres from Moscow.
This Institute (PSI RAS) was initially founded in Pereslavl in 1984 as a “think tank” of software design, informatics, programming, system analysis and mathematical simulation. 

At the time of the Soviet Union, educational and research functions were separated. Education was a function of the Universities, while research was concentrated in the Academy of Science. After the beginning of economic reforms in Russia both educational and research institutions were meeting serious difficulties as financial support from the Government was diminishing. Those research institutions that were located far from Moscow and other industrial centers suffered from the lack of young researchers because so called “professional deployment” (allocation of graduates to specific enterprises or research centers) that was mandatory in the Soviet times was abandoned. Furthermore, the city of Pereslavl (and the whole region of Yaroslavl) saw their best secondary graduates seeking studies in powerful universities in Moscow and St Petersburg, hence exacerbating the “brain drain” from the city.    

An entrepreneurial solution for these problems was setting up an independent (private) local university closely affiliated with the existing research center. Leaders of PSI RAS supported the foundation of a University.  The director of PSI RAS, Dr A. Aylamazyan, became the first rector of the University. Other leading research officers of PSI RAS, experts in applied mathematics and information technologies formed the faculty of the new University.
The idea of such University was also supported by the leaders of the local industry, such as PC “Slavich”, “LIT” factory, CC “Novyj Mir”, “Pereslavlstroy”. The idea was approved by the Pereslavl city and Yaroslavl regional governments. Representatives of those entities formed the University council (Board of  Trustees). The main task of the Council was to provide the new University with support and assistance. Its first assets the University got from the enterprises, the city and regional administrations. Two buildings with class-rooms and part of the building for a dormitory were donated to the University.
. In 1993, a private educational foundation – University of Pereslavl, was registered, got the educational license and enrolled its first students.  In 2002, University of Pereslavl passed an accreditation procedure (by the Federal Ministry of Education of the Russian Federation) and got its present name «the University of Pereslavl, named after A. Aylamazyan ».
Mission and Strategy

According to the Charter of the private educational foundation Program Systems Institute  –  “University of Pereslavl” named after A.K.Aylamazyan, the major goals of the university are: 
· To satisfy the needs of citizens in intellectual, cultural and moral development, in higher education and acquisition of qualifications in a chosen field of their  professional activity;
· To satisfy the needs of the society in qualified specialists who have higher education, and in scientific and teaching staff with high qualifications;  

· Organization and implementation of the fundamental and applied scientific research and other scientific and technical ventures, including those related to the educational development;
· Retraining and raising the level of staff competence and skills;
· Accumulation, saving and augmenting the moral, cultural and scientific values;
· Spreading the knowledge in the society, raising its general educational and cultural levels.
The establishment of the Pereslavl University, which was the first university created in a Russian town of such small size, pursued two main goals:

· To use scientific and human potential of the  Institute of the Programming Systems RAS, its scientific connections in a new field, in education; 

· To bring a new quality of life to a small town, using modern information technologies, contributing to high-tech workplace creation at its enterprises, preventing talented youth moving to larger cities. 

Thus, the foundation of the University of Pereslavl was an entrepreneurial answer to the demand of the city of Pereslavl and its enterprises, which were actively involved in market reforms, and needed qualified specialists in modern technologies, ready to adapt to new economic reform patterns. 
First graduation at University of Pereslavl took place in 1996. Among 335 graduates 34 graduated with magna cum laude. 3 graduate later successfully defended their Ph.D.

Now 22 university faculty are university graduates. Out of 19 research students, taking post-graduate courses at PSI RAS, 12 are University of the Pereslavl University graduates. The admission levels have been growing from 30 students in the early years to about 80 students at present. 
Data on University graduates is shown in Table 1. It is more reliable than intake and enrolment figures due to the natural educational wastage of a new institution and its unstable economic environment in the 1990s. 
The choice of the disciplines that are taught at the University and student’s specialization is determined by the fact, that all University activities are closely related to the work of PSI RAS. Information technologies, developed in IPS, include the following basic components: design and implementation of information systems, development of the software using parallel architecture, research in the field of artificial intelligence, Internet-Intranet technologies development.    
University strategy is oriented to implementation of innovation projects in business and management. The Pereslavl University tries to answer international standards of quality: faculty and students, both, must conform to those standards, curricula and educational technologies must correspond to the internationally accepted level. These principles may be actualized only in cooperation with Russian and foreign partners. One of the most important factor in the University’s success the corporate culture of the PSI RAS, susceptible to innovations and continuous change.

Policies of the University include an active integration into the international educational environment, business consolidation, wide spread of information technologies, growing new generation of young Russian teachers out of the best graduates, alliances and educational consortia with the leading Russian and foreign Universities and business schools.  

    Table 1

Graduates of Pereslavl University

	No.
	Year
	EDUCATION DEGREE

	
	
	BACHELORS
	SPECIALISTS
	MASTERS

	
	
	Applied mathematics and informatics
	Informational systems in economics
	Informatics and computer science
	Sociology
	Applied mathematics and informatics
	Applied informatics in economics
	Management (as the 2nd degree, joint with ISU()
	Applied mathematics and informatics

	
	
	total
	honor degree
	Total
	honor degree
	total
	honor degree
	total
	honor degree
	total
	honor degree
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	honor degree
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	total
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	2000
	13
	1
	15
	4
	
	
	
	
	
	
	
	
	
	
	
	

	6
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	8
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	2002
	14
	2
	18
	3
	7
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	10
	2
	
	
	11
	
	
	

	8
	2003
	29
	
	14
	3
	
	
	
	
	3
	1
	10
	2
	
	
	
	

	9
	2004 веч
	
	
	27
	
	
	
	
	
	
	
	
	
	
	
	
	

	10
	2004 full time
	14
	4
	6
	
	
	
	
	
	14
	
	7
	3
	
	
	
	

	11
	2005 part time
	
	
	19
	1
	
	
	
	
	
	
	
	
	
	
	
	

	12
	2005 дн
	
	
	
	
	
	
	
	
	9
	3
	1
	
	
	
	
	

	TOTAL
	151
	11
	108
	12
	7
	
	4
	
	36
	6
	18
	5
	11
	
	7
	

	Total number of graduates is 335 including 34 with honor degree (accounting 11 students graduated jointly with Irkutsk State University)


Organizational structure and governance
Beside PSI RAS the founding fathers of the University were:
· Russian Scientific Research Institute of Regional Problems, 

· Pereslavl-Zalesskiy town administration, 

· Pereslavl region municipal administration,
· JSC “Slavich company”, Pereslavl-Zalesskiy,

· CSC “LIT”factory”, Pereslavl-Zalesskiy,

· JSC «Zalesye», Pereslavl-Zalesskiy,
· JSC «Pereslavlstroy», Pereslavl-Zalesskiy,
· CSC “Noviy Mir”, Pereslavl-Zalesskiy.

According to the Charter of the University the founders set up the Board of Trustees to manage the University which, beside representatives of founders, includes representatives of other scientific and municipal organizations, enterprises of Pereslavl-Zalesskiy. Constitutor part of the Board of Trustees must be not less then 2/3. Board of Trustees acts according to Regulations, approved by constitutors. 

Main functions of the Board of Trustees are:
1. Development of the University strategy;  

2. Strategic control of the University management;
3. Charter amendments; 

4. Approval of the University structure 
5. Approval of the number of enrolled students.
6. Approval of a Rector who is elected by Academic Council and of Vice-Rectors proposed by the Rector.
Decision making on the main managerial issues of the University is done by Academic Council of the University chaired by the Rector. The Academic Council is elected by a general meeting of the University staff for a term of  5 years.
Daily management of the University is made by the Rector. The Board of Trustees can delegate part of its authority to the Rector.
University structure is shown in Fig. 1.
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Fig. 1. Organization structure of the University
There are 8 departments (chairs) within the University:
· Computer engineering and network technologies department 

· Humanities and foreign language department 

· Information systems department 

· Mathematics department 

· Applied informatics department 

· System analisys department 

· Information theory department 

· Economics department 

International scientific conferences, winter and summer scientific schools on artificial intelligence, mathematical modelling, ecology, special seminars on programming, regularly take place on the base of the University. Students are provided with the high-speed Internet access (Fig. 2). Four computer rooms are opened to the student. All University’s computers form a network and have permanent Internet connections with the speed 10-100 Mbps. University supports two Internet servers – administrative (u.pereslavl.ru) and students’ (joker.botik.ru). Each student has its own user account and a disc space for allocation of his or her educational materials. All students, from the first grade are able to use all the Internet resources. 
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Fig. 2. Internet access in the University
The University library has a big collection of textbooks in all disciplines. Library fund is universal by its content. Its core consists of technical and natural sciences literature. Large part of it is assigned to economics and the humanities issues, foreign language literature. Rare books and valuable issues fund totals about 100 volumes of priceless monuments of worlds’ culture in Russian, English, Dutch, and other world languages. The earliest fund book – 1870th year publication in Old Slavonic “Learning numerical derivatives”.

In the Library there are historical and scientific valuable publications, such as: M. E. Vashchenko-Zakharchenko “Determinant theory and theory of forms” (1877), I. A. Serre “Differential and integral calculus course” (1883), V. James “Scientific psichology basics” (1902), V. Shiff “Differential and integral calculus book of prblems” (1899) and many others. Literature in foreign languages is represented by original textbooks, published in the USA, Hong Kong, England. 
Besides classrooms the university has a dormitory. Table 2 shows the dynamics of the University facilities and number of students who are not Pereslavl residents.
Table 2

	
	2000
	2001
	2002
	2003
	2004
	2005

	Educational areas (square meters)
	3590
	3590
	3700
	3700
	3700
	3700

	
Including: 
own
	1780
	1780
	1890
	1890
	1890
	1890

	


Rented
	1810
	1810
	1810
	1810
	1810
	1810

	Area of the dormitory (square meters)
	400
	260
	210
	210
	210
	210

	
Including: 
own
	210
	210
	210
	210
	210
	210

	


Rented
	190
	50
	0
	0
	0
	0

	Number of nonresident students
	63
	68
	43
	56
	63
	58


Faculty Characteristics
One of advantages of the University of Pereslavl is professional quality of faculty. 15 doctors and 25 candidates of science, most of them are IPS PAS research officers are teaching at the University. 29 specialists without academic degree, most of them are taking PSI RAS post-graduate courses, also work as assistants and tutors. About a half of the University staff (28 of 69) are part-time employees. 
Structure of the faculty is presented in Table 4.
Table 4

The faculty structure
	
	2000
	2001
	2002
	2003
	2004
	2005

	Total amount of lecturers
	67
	69
	65
	70
	68
	69

	
Doctors of sciences
	10
	11
	13
	13
	14
	15

	
Candidates of sciences
	20
	22
	24
	24
	24
	25

	
Graduated from Pereslavl University
	7
	7
	9
	16
	18
	22

	
Full-timer employees
	44
	46
	46
	43
	43
	41

	
Part-time employees
	23
	23
	21
	27
	25
	28

	
Employee of PSI RAS
	36
	35
	37
	39
	42
	41
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Existing practice to invite lecturers and tutors to the University from other institutions is explained by some important characteristics of the Russian educational system:
· there is critical shortage of well-qualified tutors in economics, business, management in Russia in general and in Pereslavl in particular; another problem is the fact that basic research field of the PSI RAS, which provides most of the lecturers to the University, doesn’t relate to economics;
· one could easily see that the best graduates of the University have low motivation to work as lecturers or tutors which is partly explained by the low salaries of the faculty.
Characteristics of courses
Students of the University may select three streams.

The firs specialization is “Applied mathematics and computer science”. Graduates in this specialization get qualification as programmers. They are able to work as programmers and large information systems architects, system administrators, web-programmers.

The  second specialization is “Applied mathematics in economics”. Main focus of this specialization as an application of mathematics in economics. Students of this specialization study such disciplines as business accounting, economic analysis, modeling and forecasting, modern marketing and operation management systems. 


The third specialization is “Information systems and technologies”. Graduates of the University of this cohort become qualified engineers,  that are able to skillfully carry out equipment diagnostics, to design and build network systems, to create and configure software for optional equipment integration. This specialization is now great demand.
Senior students pay special attention to the network programming technologies as a basis of system integration (UNIX, ORACLE, Microsoft). All the students study programming deeply. This track of the University curriculum consists of the following disciplines:

· Program languages and technologies
· Internet programming
· E-commerce
· Information guarding
· Computer graphics and design
· Knowledge management and intelligence systems
· Management theory

Educational process is built according to the requirements of the Ministry of Education and Science of the Russian Federation. All normative documents are available to students through the university web site.
Applied Research 

Research officers of the PSI RAS work at the University. In 2002, an PSI RAS scientific education center with 5 departments was created:

· mathematical department,

· information theory department ,

· information systems department ,

· system analysis department ,

· computer engineering and network technologies department.

Most of the University of Pereslavl graduates are involved in the research in the science and programming design. But some of them start their private businesses using knowledge and skills that they got through their University studies. 

Financing of the University


The University of Pereslavl is funded by the PSI RAS. The University doesn’t have separate research budget as all research project are run through the research center. Main sources of income for PSI RAS are:
· State budget (now almost nil)
· Own funding (fees and educational services)

· Other educational  services, including seminars, trainings, retraining.
· RAS presidium programms
· Other funds, including grants.
The structure of the University income is shown in Table 3. 

       Table 3. 
Funding sources of the University of Pereslavl named after A.K.Aylamazyan

   (thousand roubles)
	
	2000
	2001
	2002
	2003
	2004

	Total
	3471
	4815
	5149
	5949
	7780

	State budget funds
	26
	26
	0
	0
	0

	Own funding (fees and services)
	3215
	4564
	4889
	5099
	6140

	Other services including seminars, trainings and retraining
	110
	130
	140
	140
	160

	Programs of RAS Presidium
	0
	0
	0
	500
	1200

	Other funds including grants
	120
	95
	120
	210 
	280


(index 100= year 2000)

	
	2000
	2001
	2002
	2003
	2004

	Total
	100
	138,7
	148,3
	171,4
	224,1

	State budget funds
	100
	100
	0
	0
	0

	Own funding (fees and services)
	100
	142,0
	152,1
	158,6
	191,0

	Other services, including seminars, trainings and retraining
	100
	118,2
	127,3
	127,3
	145,5

	Programs of RAS Presidium
	-
	-
	-
	100
	240,0

	Other funds including grants
	100
	79,2
	100
	175,0 
	233,0


(% of the total)

	
	2000
	2001
	2002
	2003
	2004

	Total
	100
	100
	100
	100
	100

	State budget
	0,7
	0,5
	0
	0
	0

	Own funding (fees and services)
	92,6
	94,8
	95,0
	85,7
	78,9

	Other services including seminars, trainings and retraining
	3,2
	2,7
	2,7
	2,4
	2,1

	Programs of RAS Presidium
	0
	0
	0
	8,4
	15,4

	Other funds including grants
	3,5
	2,0
	2,3
	3,5 
	3,6
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2. To What Extent University of Pereslavl can be considered entrepreneurial? 
This case presents an example of an entrepreneurial behavior of a university closely associated with a well established research center (PSI RAS). Main results attained by the University of Pereslavl since it was established are following: 
· Small town of Pereslavl gained a reputation of a “magnet” educational center;

· The region stopped loosing talented young people;
· The research center got an influx of young researchers which help to maintain high level of research in applied mathematics and programming.

Major reasons for the success of the University of Pereslavl were:

· Strong leadership of the founder of the University;

· Establishment of constructive and cooperative relationship between the research center - PSI RAS  - and local administrations;

· Involvement of the faculty and the students of the University into research and other activities of  PSI RAS;

· Support of local sponsors and research and educational institutions in Moscow.

3. What is the balance between external and internal drivers?

External drivers are definitely more powerful for the Pereslavl university. Being relatively new, small and regional, the university is not yet ready to produce a momentum for change within itself – rather it has to follow external trends and developments. 
As Rector described: 

Strategic alliances have been always a background of the educational projects of university. A priori, teaching at the university must be delivered by the leading experts. That’s why, one of the most important aspects of the University’ activity is partnering with scientific schools, both in Russia, as well as beyond of its boundaries. Lectures for students are read by  academicians and professors from Moscow; visiting professors from Norway, USA, Germany, Hungary and many other countries are also coming to Pereslavl to deliver lectures.

What motivates teachers to come to a provincial Russian town to teach at the Pereslavl University? Answering this question during interview almost all respondents mentioned the following factors:

· Good will to help colleagues in their efforts to establish a university of new type;

· An atmosphere of creativity that reigns at the university;

· Highly motivated students.

The University of Pereslavl has cooperation agreements with the following organizations: 
· Moscow State University

· Irkutsk State University

· Computer service bureau of the Russian Academy of Sciences 

· Market Problems Institute RAS

· Central Economic-Mathematical Institute RAS

-  Russian Artificial Intelligence Association
4. Organisational change

The university is gradually turning to strategic project-based management in order to break the growing routine of its management practices. There are three types of university development projects:
- projects aimed at strengthening existing, or establishing new research and training courses and delivering training for research centres and enterprises (under the general header of "human resource development");
- "enterprise development" projects, in which usually more than 50 per cent of the budget is devoted to training activities;

- specific sector projects (informatics, applied system design and modeling, etc.) in which training expenses comprise between 5 and 50 per cent of total costs.

In 2004, another innovation was introduces into educational practice of the University. A group of student who were winners of a special contest were enrolled on the list of participants of a new university program. This program was developed for training of highly qualified mathematicians and programmers with early specialization in the field of highly productive computing and its applications to mathematical researches. 20 students were enrolled – they all are the winners of all-Russian mathematical and computer science contest and Mathematical Tournament of Russian towns. Another enrollment of that kind is planned for the year 2006.

5.  Risks
The Pereslavl University is facing many problems. The most important one is a shortage of qualified professors. Great efforts are made to resolve thus problem. For instance, 3 research officers have got their candidate of science degrees during last 5 years. 
A problem how to raise motivation of young PSI employees (first of all, post-graduates) to teach at the University is regularly discussed by the Academic Council of the University. Tutors and students of the University are encouraged to take part in research projects and to submit research papers to various conferences. Students are offered a work at the International Children’s Computer Camp PSI RAS as tutors of teenagers. 

Major risks that were indicated in the interviews with the leaders of the university and PSI RAS was potential loss of any State support for the research center which will immediately influence the financial position of the university (i.e. the university itself stopped receiving State funds since 2001). But probability of this scenario is relatively low as software design and the development of the theoretical foundation of the programming is in demand not only in Russia, but all over the world and Russian Government considers this field as one of the most important for the development of country’s competitiveness. There are hopes that the State funding will resume and increase in the future, not decrease.

6. Financial management 
Being focused on research, university of Pereslavl did not pay enough attention to its resource base and financial management. The Federal government stopped providing “seed money” since 2001.  The university became highly dependent on emergency support from the PSI RAS and had to be more diligent in fee-collection from students. Previously, many students with high achievements received grants (in other words did not pay fees). At the moment the amount of tuition fees is US$1,200 a year. The university is in constant talks with the local administration and enterprises for extra funding but their support normally comes in kind. 

Another obvious weakness of financial management in Pereslavl is a lack of professional finance officers and accountants. Because of low salaries in Pereslavl, they migrate to larger cities and bigger enterprises.      
Rector explained the problems the following way:

Most of rectors and university managers in Russia were originally recruited from the ranks of the teaching profession or research. Therefore, while they may make effective appeals to sponsors and act as stimulus for finance officers -- as well as personnel officers and planners, who also tend to be retrained teachers -- they are unable to provide detailed supervision and guidance to accounting officers, who, in our case, are members of a semi-closed guild. 

As we have learned dearly, the power and role of accountants in the university hierarchy has grown exponentially, as government regulations concerning financial reporting for university purposes are becoming increasingly strict and complicated. While the chief accountant virtually monopolizes all of the economic, and especially the financial, information within a university, the advent of computerization in financial and cost accounting has led to an erosion of the absolute authority of rector or other top university staff. Today, we are experiencing a boom in the use of computer software for financial accounting. Almost all invoices, forms and documentation are software-based. Furthermore, this university is participating in this process by software design and development.

The next step in the computerization of the university economies, is a shift from the use of standard, commercially available, computer systems for financial accounting to faculty tailored or integrated systems for cost accounting and managerial accounting. In order to develop such systems, we are turning to the personnel who once manned the "automatic control systems" departments which were the legacy of the cybernetics boom of the 1960s and 1970s. Smaller entities, like ours which initially did not have any staff experienced in the use of computers, were forced to develop computerized workplaces from scratch and, consequently, now enjoy an advantage over larger firms. In several Pereslavl companies linked to this university we observed integrated information systems which are used jointly by the accounting, planning and marketing departments and which provide generalized information to top executives as well. In this respect, the main requirement for university managers is developing integrative skills to absorb and to use in a creative way the different types of input information for financial decisions.

Unfortunately, the university is far from that, and daily accounting dominates over financial planning.
7. Human resource management 
The university has a large stock of qualifies teachers, researchers and support staff. The “missing link” with modern university management was usually university managers and finance officers which are in deficit. 
The new, decentralised and more liberal requirements for staff recruitment and development were not able to meet these needs due to difficulties to attract qualified managers and finance officers to a relatively remote region.   

As vice-rector explained:

In Soviet-style universities, there existed a strict hierarchy which dictated the relative importance of different functions: authority, R & D, teaching, planning, implementation, supply, salary administration, accounting, and personnel. Due to the structure and nature of the centrally planned economy, finance and marketing were all but ignored, while legal officer was preoccupied mainly with individual labour disputes. 

As a result, the second most important official in a traditional Russian enterprise was vice-rector in charge of teaching, who supervised the process. His importance could easily be discerned from the physical location of the office in any Russian university: door-to-door with the Rector's office, sharing the same secretariat and other facilities.

Since the downfall of centralized planning, the relative importance of functions within a small university like ours has changed dramatically. First and foremost, management, has become a major priority. While funding is no longer guaranteed by state budget, the problem of university management has been transformed from a general shortage of material resources to the lack of competent managers and teachers. Therefore, the importance of departments and individuals has increased. An additional factor has augmented the importance of lower levels of administration. Where widely dispersed mutual arrears or conflicts occur, most decisions take the form of request of advice and settlement from the Rector’s office. As a result, an lot of time is spent on reviewing the files and looking into the origins of the problem.   

.
A personnel officer provided more details on staff development at Pereslavl:

Regional university development in Russia, like in other transforming economies, is an "open-ended" process, aimed at improving effectiveness through the deliberate acquisition of specific and practical knowledge, then applicable to the needs of the region.  Three of the major challenges which fostered the acceleration of the acquisition of knowledge by university staff were:
developing the potential for an individual's horizontal and vertical mobility;
obtaining and mastering an adequate role in emerging entrepreneurial governance structures based on private property rights (i.e. research);
transforming methods, techniques, structures and values in a market-oriented fashion in order to both revitalize and strengthen local enterprises and gain a competitive advantage for the university as local centre of excellence.
These challenges are currently being met through the rapid expansion of all forms of staff development activities: changes in job and job contents, coaching and mentoring, in-house training and counselling, outside/external training and executive education and the qualitative and quantitative growth of pre-employment management and continuing education. However, the rapidity and breadth of the expansion of each of the above-mentioned forms of staff development vary substantially from year to year.
Changes in teaching hours and contents (rotation, stretching the boundaries of responsibilities) as well as development processes within a teaching job (coaching and mentoring of young teachers and students inter alia) require significant "intangible" staff resources, such as time, supervisors' attention, etc., but little "tangible" financial and material resources. Therefore, these forms of management development are more likely to expeditiously enter into a state of sustainable development, i.e. self-directed and self-reliant progress and renewal of the university.
8. Inhibitors to entrepreneurialism

More than ten years after the opening of the university, it did not expand dramatically in terms of enrolment or courses. Was it a deliberate choice to stay small and focused on its narrow niche? Or was it inability and unwillingness to make more efforts beyond available opportunities? The most obvious answer is that the university was not ready embark on full-fledged entrepreneurialism. Lack of experience and uncertainty of outcomes were major inhibitors. 

Rector comments on the inhibitors:
The prevailing attitude within the university staff in the beginning of this century could be summarized in the complaint of one teacher: "Market environment means no more unearned, inherited brand loyalties; no more cordial rivals in the same discipline; no more confident pass-alongs of rising wages and benefits; and no more indulgent protection by the government".
First, in terms of our competitive situation, the most common feature of the Pereslavl university is single-sector orientation (informatics and mathematics);
Second, there is a continuing separation between research, teaching, employment of graduates and marketing of the university image;
Third, most of the Pereslavl environment exhibit the characteristic conditions of administrative and legal transition and emerging markets. There are no accepted "rules of the game" and the question of how the university will function in 2010 is open-ended. 
Forth, we not only lack solid information about our graduates (tracer studies), but about potential admission and future students’ needs and preferences. Consequently, the search for the right university strategy is a hit-or-miss proposition. 
Fifth, the university  constantly encounter difficulties securing basic daily needs (such as supplies, computer components and spare parts),which demoralise staff and distract it from its mission.
The only possible response to such adverse conditions is the formulation of turnaround strategies such as drastically revising conservative schemes and actively searching for more niches; analytically reconsidering present arrangements and, if necessary, rebuilding entire value and management chains; creating an "enclave" of stability within the university, either by gaining access to government orders and subsidies or by becoming a subsidiary of a foreign company or university. 
9. Impact on the knowledge society 
This is the area where the University is very active. However, its impact is yet to be evaluated. The activities are rather narrow in subjects and concern selected target groups. 
Jointly with PSI RAS the University of Pereslavl annually runs international students’ scientific school and conferences. The topics of those conferences are important problems that were born at an intersection of mathematics, computer science and practical programming.

The topics of such conferences were:
· “Modern nonlinear analysis methods and their application to management systems”
· “Computer network resources for mathematicians” 

· “Metacalculations and supercompilation”.
Primary intent to organize the conferences was a stimulation of interest of young Russian scientists to modern scientific fields of researches, which are of theoretical, as well as applied importance. The conferences regularly bring together more then 30 young mathematicians – students and post-graduates from Saint-Petersburg, Moscow, Yaroslavl, Voronezh and other Russian cities, as well as students and lectors from Italy, Spain, France. Leading Russian scientists, including those who now is working abroad are also invited to deliver lectures at the Conferences.
In 2002, the University organised a summer school “Modern software for “SKIF” SCI-clusters research methods”. The participants were students from Moscow State University,  University of Pereslavl and Belarus State University. Primary intent of this school was rapid assimilation of multiprocessor cluster of parallel architecture programming methods by mathematical students. Those student could be involved in the implementation of a project of a design and production of a supercomputer within joint Russian-Belarus project “SKIF”. As a result, several student task forces were formed. As leaders of those task force members of the SKIF team were appointed. Now the task forces take part in implementation of the SKIF project. In particular, the student teams are doing cluster’s operating system debugging, as well as applied software support. The University continues to run this kind of summer schools.

An example often cited by the university management as impact on the knowledge society: 

In 1998, PSI RAS  and the Pereslavl administration organized Pereslavl Internet Festival. One of the events of the Festival was a contest of personal Web-Pages. Denis Danilin, the University of Pereslavl student, got the second award at that contest. In 2001 Denis established a company “Crossmedia Solutions”, a content provider, distributing mobile phone information and other useful mobile services, such as ring tone melodies, logotypes and games. First sales started half a year after registration. Main goal – to have $10 000 profit monthly and to penetrate to regional markets - has been achieved in one year. Now one can hear “Crossmedia Solutions” melodies in more than 100 cities of Russia. Every new regional market penetration adding to company’s monthly income another 10-15%. As “Own Business” magazine estimates, monthly income of the “Crossmedia Solutions” is about  $350 000.

The University annually runs students’ scientific conferences. Students of the University of Pereslavl and other institutions, post-graduates and young specialists are welcome to take part in them. Preferred form of participation is a presentation of the results of scientific research. At those conferences junior students are able to perform an analytical reviews of new publications.

From the first days specific features of education at the University of Pereslavl were:

· full and unlimited access to Internet-Intranet for students;

· student’s participation in the international projects

· student’s work in laboratories of the PSI RAS;

· their work at the local enterprises and schools assisting in the development of the local networks and information technologies.

For instance, within the project “Learning region Pereslavl” scientific-practical conference of graduates takes place, which topic was “Objectives, results and problems of application of modern information and telecommunication technologies to increase effectiveness of  Pereslavl region’s social and economic development”. Primary goal  of the conference was an exchange of experience in the development of the Pereslavl region enterprises. At the conference participants tried to determine key methodological and organizational problems that preven an effective business development of the region. At the conference The University graduates discuss further development of the information and telecommunication technologies which may become key factors in the development of the Pereslavl region:

· Internet advertisement;

· E-commerce;

· Information services;

· Electronic health care;

· Electronic education;

· CRM;

· Electronic supply management;

· Electronic auctions;

· Electronic stock exchange;

· Portals.

The main feature of the modern Pereslavl is availability of the “popular Internet”. Based on inexpensive network technologies, engineered in PSI RAS, regional telecomunication system “Botik” has been developed. It connects more than 1000 corporate and individual users in a town with a population of 45,000. The “Botik” system provides permanent high-speed connections.  

10. Assessment of the Pereslavl’s entrepreneurialism

The Pereslavl university may be seen as highly entrepreneurial in academic, research and “third mission” activities, however this may not fully apply to its institutional management and development. The vertical development of research and teaching at the university are impressive but overconcentrated on few courses and disciplines.
It is narrow in profile and resource base and did not manage or was not ready to expand and diversify since 1993. Its private status deprived it from the state resources but the staff was not qualified to use the opportunities of the market economy for income generation. 

Inherited centrally-planned management inadequacies still present formidable obstacles to the implementation of turnaround entrepreneurial strategies by a small regional university like Pereslavl. These inadequacies may be divided into technical shortcomings, economic shortcomings and management shortcomings.
Technical shortcomings are expressed not in terms of access capacity or technological capability, but the inability to meet new and diversified demands . Even when the quality of studies in informatics and mathematics are comparable with prestigious centres, most youngsters in the region look beyond these narrow specializations where the jobs may be saturated. 

Economic shortcomings stem from the constant liquidity problems of university of Pereslavl. Three main reasons for the liquidity crisis are the inherited tradition of larger-than-necessary staff combined with low investments in inventories and receivables, the difficulty of actually collecting tuition fees and unstable support from local industry. The most debilitating effect of the liquidity crisis is a decrease in the economic efficiency of teaching and learning activities. 
This implies working under conditions of low capacity utilization, which usually increase the share of fixed costs and overhead. A partial solution was organization of various side seminars, workshops and staff training. 

Illiquidity also leads to non-optimal "make or buy" decisions. Moreover, responsibility for most of teaching activities are transferred back to the Rector’s office, irrespective of decentralization, opportunity costs and incremental costs. This also leads to the problem of staff motivations, diversification and overstaffing of support services.
Managementl shortcomings may be summarized as a conjunction of overall  institutional ineffectiveness, inadequate control systems and incongruous organizational structures. 

As Rector observed:

Overall management ineffectiveness is used here in its purest sense, to connote weakness in organization of university activities. The development of effectively operating offices is in process, while ill prepared documents, inability to effectively process data and chaotic scheduling still chronically undermines the effectiveness of university management. 
Another source of the overall organizational ineffectiveness of the university in transforming itself into more entrepreneurial is the lack of adequate control systems and the lack of a basic understanding of the role of management and accounting in effective organization mechanism. While accounting data exists in abundance, it is seldom presented in a fashion which supports managerial decision-making.
Although driven by external pressures, the university potential remains intact and not fully discovered for many years. This may be explained by the strong research inclinations related to fundamental research interests of the faculty and its patrons in the Russian Academy of Sciences in Moscow.

On the other hand, the increasing role of the city administration and local enterprises as sponsors of the university may influence the orientations and strategies of  the Pereslavl towards more entrepreneurialism in management, in particular financial management.  
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