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1. Introduction

From 2009 till 2011 the Association of Management Consultants Lithuania (AMCL) organized a project aimed at:

1. Training of 30 top level experienced Lithuanian management consultants to be ready for certification on the basis of the ICMCI Certified Management Consultant  (CMC)  scheme

2. Building up an association of individual management consultants in Lithuania and become member of ICMCI (the International Council of Management Consulting Institutes)

The project contained first and for all the development, tendering and execution of the training program. This program (12 seminars of 2 days, literature study, home assignments, coaching, peer consulting, practical projects and so on) was assigned to ASI Consulting and - with the approval of the Dutch Ooa (Orde van organisatiekundigen en – -adviseurs) - delivered to 30 management consultants as a CMC worthy program, comparable with similar Dutch examples. A staff of 20 Dutch and international teachers, trainers, professors have been busy in delivering parts of this program in Lithuania. The program was funded through EU social funds. After the program was finished the Ooa certified the majority of the participants, 28 senior consultants became CMC.  Certification was done on the basis of the strict Ooa criteria.

This project forms the background of drafting this experience-based paper. The certification of a large group of senior management consultants and the creation of a professional association ready to enter ICMCI can be seen as the pinnacle of the development of the profession in the country. The launch of CMC, a celebration at national level with Ministers and Captains of Industry present was a PR- event which underlined the success. Both authors, Rob Wagenaar as the project leader on behalf of ASI Consulting and Aleksandras Abisala acting as Principal in this project (but also Chairman of the AMCL and participant in the program) were both very much involved in the project and well accustomed in the Lithuanian consultant’s scene.

In this paper we will describe the development of the profession in Lithuania, the positioning of top level management consultants using CMC as a brand and we will go in the professionalization effort, more specific the training program.

        2. Development of the management consultant profession in Lithuania

As Lithuania regained its independence in 1990, public and economic scenery was still Soviet. Legal and regulatory reforms came fast; still experiences and habits were much slower to change.

In Soviet economic system there was no concept of “Management Consulting”. In fact, there was no concept of “Management” either. “Command”, “Supervision” and simply “Run” were much more obvious. Some elements of training management and certain advice was being provided by a chain of “Peoples’ economy specialists development institutes” (PESDI), dealing mainly with training mid and top “specialists” in production management. Universities did not offer management studies. “Economic” departments would train students in “sector economics” and gave courses in planning and “organizing”. Academicians would have from time to time assignments with companies, but these were largely academic. In mid 80’s, the school of Petr Shchedrovitski became famous, dealing with organizational development and team (“collective”) problem solving. The school had affiliates in Lithuania as well.

In Lithuania, the first management school was set up in 1989, in the Vytautas Magnus University (re-established the same year as a result of the independence movement). The lecturers were mainly American Lithuanians, repatriated after forced exile. The first BA’s were graduated in 1993.

In this way the management consulting profession started to develop on three pillars: trainers of PESDI, lecturers of economics of high schools (both influenced by Shchedrovitski’s ideas), and just graduated (or still studying) BA’s. 

The demand for professional assistance to managers was huge. Small businesses (rather craftsmanship’s) started in late 80’s, after the independence privatization took place. Knowledge and experience of managers was close to nothing, except for organizing production. Investment and business planning (mainly for financing purposes) was in demand, especially until the first banking crisis in 1995. Need for assistance in organizational development, later in marketing, HR, strategic planning was growing steadily. Despite of lack of money in businesses, consulting market was growing. In the 90’s, even a third year management student could contribute. With the time, business managers got either formal education or were learning by doing, hence demand shifted to more sophisticated consultancy. So was the shifting to professionalism of management consultants. Meanwhile public sector did not trust much local consultants. Services have been provided by foreigners, mainly under PHARE program. Luckily, most of contractors used local consultants as well: this contributed materially to the professional development of the latter.

After joining the EU in 2004, a new stage of development of the profession started, due to structural assistance to Lithuania. On one hand funding of heavy reforms in public administration were made available; this created demand for consultants. On the other hand, need for simple putting together applications for subsidies stimulated growth of population of unsophisticated and low quality “consultants”, hurting reputation of the profession. In turn that prompted discussions on certification of management consultants among the “true” professionals.

First professional independent consultancies were established in 1992-93. Nearly immediately, discussions on establishing a consultants’ association started with two main goals: professional development and promotion of the profession. The Association of Business Consultants of Lithuania (renamed into AMCL in 2011) was established in 1994; 12 independent consultancies (firms) and several free lancers joined. It was not very active, though. The reasons were lack of confidence in own professionalism and no willingness to be open to “competitors”. Still, the organization played a certain role: it organized some trainings, contributed to developing international aid programs, gave some advice to the Government, maintained international relations. Due to lacking support from members, the ABCL was “frozen” in 2005.

ABCL was re-enacted in 2008. The idea behind was to organize a diversity of training programs, partly financed by the EU Social Fund. The core course of the program had to be high level training for management consultants, aimed at CMC certification.

Meanwhile, the management consultant’s profession developed independent of the association. Not only demand by business entities stimulated that, also international aid programs, like PHARE, or specific arrangements by EBRD and World bank, contributed a lot. Many professionals learned on their own or from their foreign partners in specific assignments; some joined international professional networks; knowledge was brought in by international companies, first of all Big Six at that time. On the other hand, none of the global management consultancies entered the Lithuanian market.

Having no formal statistics, AMCL evaluates the number of professional management consultants in Lithuania around 300; 150 of those are covered by AMCL, by individual membership or through membership of their employers.

3. Positioning of top level management consultants using CMC as a brand
Importance of the CMC training

The overarching idea was and is that further professionalization by means of CMC training would enable the Lithuanian consultancy sector to improve their competitive strength, both within the Lithuanian industry and the non- profit sectors and international. 

Increasing this competitive edge should include the following:

· The ability to use the potential of organizations to produce innovative services and products;

· The ability to bring organizations to world class level;

· The ability to create strong relationships, alliances and networks to optimize the use of resources and achieve strategic goals.

The educational program for the management consultancy sector contributed to the development of  a qualified network of consultants and consultancy firms, which in turn will help economic development. As the consultancy sector is often a catalyst for the application of scientific knowledge and serves as a bridge between the academic world and the industry, it will increase the knowledge and skills in the sectors in which it is active.

Not only knowledge and skills gained at trainings was the benefit of the project. As noticed above, the certification of highly professional consultants was evaluated very positively at the clients’ conference held to celebrate the first CMC’s in Lithuania. That opinion came from both business and public sector.

The role of ICMCI

The International Council of Management Consulting Institutes (ICMCI) is the global association of national management consulting institutes (IMCs). These national institutes award the international CMC certification to individual consultants. To become CMC certified, the individual consultant must be a member of his/her national institute or of an institute in another country.

ICMCI has developed various standards for management consultants. One of these standards is the Common Body of Knowledge. It details the basic knowledge and competences of a management consultant. Another example is the Code of Professional Conduct. This details what behavior, attitude and ethics can be expected of a management consultant who is a member of a national institute that is part of ICMCI. On top of that every institute tends to have its own more detailed and country specific version of the Code of Professional Conduct. AMCL had developed its own version
Holders of the CMC certificate are obliged to do an assessment every four years to prove that they have kept up to date with developments in the field of management consultancy. This quality assurance ensures that the highest standards are maintained in the sector.
The development and training of management consultants is further standardized by using a set of competences. ICMCI has developed a competence scheme, which is used as a background in drafting the CMC training program
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4. CMC Training in Management Consulting 

Introduction
As described above over the past 20 years, the Lithuanian consultancy sector has developed into a mature sector, a sector that is able to support organizational development at all social levels. Increasingly, economic sectors and government institutions recognized the added value of external advisory services in all kinds of managerial disciplines.  Although the Lithuanian management consulting sector has reached the point where it is capable of delivering quality advice and support, it is constantly looking for ways to improve the quality of their services. Moreover, the Lithuanian management consultants wished to join the worldwide community of professional associations, organized in ICMCI, the International Council of Management Consulting Institutes. ICMCI is the holder of the only worldwide recognized quality standard for management consultants, CMC Certified Management Consultant. To date, there are more than 9,000 CMC’s worldwide.

CMC Training in Management Consulting is based on the standards of ICMCI. Therefore, it creates the possibility for successful participants to become CMC certified. In order to achieve this goal, ASI Consulting developed an educational program with an approach that supported further professionalization whilst strengthening the Lithuanian Management Consultants Association (AMCL) and enabling it to guarantee the quality level. 

First we will go in some aspects of the training of top consultants.

Profile of top consultants

The management consultant’s profession is a fairly young one and still developing. Science is important but the application of science in practical situations is key for the success of many consultant assignments. Top professionals tend to apply many elements of “craftsmanship” in  their  day to day practice, using earlier experiences and learning’s from many cases. Consultants’ growth as a professional typically develops with a mixture of knowledge, experiences and skills. The T-profile with in-depth knowledge and experience in one (or more) disciplines (the “leg”) and well rooted knowledge, experience and skills in acting as a professional management consultant (the “bar”) forms the model behind the development. Top consultants are both superior in their discipline (-s) and in the way they apply this knowledge, effectively consulting instead of just disseminating knowledge. Besides this, top consultants are very much aware of the organizational, group and individual change which is needed when implementing most of their advices. From the beginning of an assignment they are focused on the end result and the way this can be realized. They are very much acquainted with the ins and outs of change and change processes and are able to apply this knowledge and experience in all of their projects. Top consultants are skilful; they have a repertoire of ways to act. They assess situations, choose the best way to act and apply their skills. Top consultants in general can acquire new business as they know that getting a project is first selling them-selves. They also know that success in acquisition is the pinnacle of being a top consultant!
Learning and developing during a course

Effective learning should reflect the state of the art and the way the profession is functioning. Blended learning with a mix of knowledge, experience and skills is essential. Besides this, learning should focus on knowing themselves very well, as consultants are their own tool. Being acquainted with and honest in what one is able to do and what not, this results in adding competences from other sources when needed, in a more integer operating and in better performance as a consultant. It also results in concrete learning themes. In programs likes this consultants should learn from experts/scientists, from top practitioners in different fields and from fellow course members. The setup of the course should explicitly make this possible.

International

The world is internationalizing further. Especial in the business area, with multinational firms, but also with many SME’s, international operations are the norm. This practice should be reflected in the education, training and practical development of management consultants. Besides this the number of small and medium sized consultants firms is growing and they are much less capable to organize their own training schemes and programs compared with the few really international operating consultants firms. Another aspect is the European integration. It is safe to predict that Europe will integrate more and more step by step. This will happen in the business arena, but also in the non-profit spheres and most probably also in governmental areas. This means that management consultants should acquire the capability to work cross border, also understanding and dealing with different cultures in their assignments. An essentially international course, with teachers, trainers and participants from different European countries will create the right atmosphere for this kind of learning.

Essentials of a CMC level course

Target group 

The target group of a CMC course are senior management consultants with at least 5 years of experience as an externally operating consultant, probably in their thirties and older, with a passion for further growth and development, leading to position as a top consultant.
In the project under discussion, the composition of the group was rather varied, even though all the participants fulfilled formal requirements. The age ranged from just under thirty to late fifties, the specialization: from trainers to trusted advisers and from strategy to finance management consultants and the experience: from five to nearly twenty years. Admittedly, this did not disturb the training process. To the contrary, a variety of experiences made possible the extensive exchange among participants.
Scope and set up

The course should focus on the practice in all aspects of the senior management consultant. As it is presumed that participants already master one or more disciplines (after also having finished an academic education) the course should give all attention to professional functioning, “the bar” in the T-profile. The program topics are derived from international accepted competence frames for management consultants, such as the ICMCI model and models used by international firms and by leading institutes/universities.  Every seminar will have one or two main themes. The seminars will be led by experts in the topic, both from the theoretical side as from practice. Faculty will be recruited from different countries. A mentor will take care of the group functioning. Between seminars participants will be busy with homework (f.i. selected readings, cases, preparing presentations, assessments). Participants will do an assessment beforehand and will deduct their personal learning topics from the assessments results. Coaching during the course will facilitate this individual learning. Peer consulting (intervision) is practiced during the sessions. Participants are asked to do a study or practical project in small groups during this course, oriented to the profession. The presentation of this project is an essential part of the graduation.  

Objectives of the Lithuanian CMC training in Management Consulting

The overall objective of the project was to strengthen the Lithuanian management consulting sector through further professionalization and to link Lithuanian management consultants with the global community of professional management consultants who are organized through the CMC certificate and ICMCI.

The aim of the educational program for Lithuanian business consultants, CMC training in Management Consulting, was to enable the participants to obtain the CMC certificate at the end of the training.

Pre-requisites

The participants of the CMC training program were professionals with at least 5 years experience as an internal or external consultant. Participants had an academic degree. They are successful as management consultant and want to develop in their profession. Participants were expected to continue working as a consultant for several years to come.

It is both envisioned and expected that both CMC training groups invest time and energy into expanding the Lithuanian Management Consultants Association. The participants were expected to obtain the CMC certificate shortly after they have completed the CMC training.

The program has been designed for groups of 15 participants.

The total time investment for the CMC training of Management Consultants was at least 65 days per participant and consisted of the following:

· A number of contact days per participant of 31 days (one day = 8 hours).

· In between the modules all participants were obliged to study for at least 12 hours (homework). 

During each module, the homework for the next module was handed out.

This consisted of individual study and practical work, individual practical exercises, including the completion of the final paper of the training, and self training.

This totaled 18 days. The result of this study investment was checked by the lecturers/ trainers. 

· On top of this, the participants had to do practical work in the form of a concrete client assignment. The minimum amount of time spent on this was 16 days.

	Kick off
	1 day

	12 modules each of 2 days
	24  days

	Presentations practical assignments
	  2  days

	Individual coaching (4 sessions, 0.25 day)   
	              1 day

	Supervision (3 sessions, 0.5 day)
	   1,5 days

	Mentoring (3 sessions, 0,5 day)

	   1,5 days

	
	

	Total contact days
	31 days


The design of the Lithuanian training

The contents of the training program were fixed to a large extent but allowed room for specific learning needs participants may have. The program had an academic level where theory, cases, exercises and simulations are concerned. Much active participation from the participants was expected as being crucial for the course.

During the various modules, the time the lecturers spend giving lectures was limited. Most of the time was spent on practical exercises, assignments, case studies and simulations. The participants were expected to prepare for each module by reading a certain amount of specific business literature, thus limiting the typical one-sided information transfer to a minimum.

Next to gaining knowledge, attention is paid to skills and attitude. The program, therefore, focused both on knowledge and skills.

In twelve modules, many of the classical management consulting themes are dealt with. Next to these group modules, separate sessions are organized for individual coaching, intervision and mentoring.

Coaching

The individual coaching was based on each participant’s individual development plan (IDP). Each participant went through an assessment and got a personal coach in the start-up phase of the training. During this assessment, the personal grow path is discussed. Afterwards, each participant got three individual coaching sessions.
Intervision

Intervision or peer consulting sessions are group sessions of seven or eight participants, in which personal issues relating to the profession or difficult consulting situations with clients are discussed in a structured way. These sessions were led by experienced consultants/trainers.

Mentoring

Mentoring also involved separate group sessions of three to four people. During these sessions, issues relating to the practical assignment were discussed. These sessions were also led by experienced management consultants.

Practical assignment

During the CMC training, participants had to execute practical assignments.  
The requirements for the practical assignment were following:

1. A project with a clear focus, a start and an end. Assignments like coaching, being a sparring partner or an interim management assignment are not accepted.

2. An on-going project or a project that starts before module 4 at the latest

3. To finish by the end of 2010 at latest, because in January 2011 the participants will need to report to obtain CMC qualification.

4. The assignment must have an organizational component with behavioural effects. Not only a technical problem (for example the development of a software program or only a desk study).

5. You or your group has to be the leading consultant. You should not be the second one who is working to the instructions of another (senior) consultant. In case of a large scale project you, or the group are at least a leading consultant in a subproject.

6. There has to be a written signed contract. 

7. We expect a minimum payment by the client

8. Knowledge and skills from the training should be applied

After the twelfth module, an additional thirteenth module was organized during which the participants did their project presentations. This module was attended by representatives of the Dutch Institute of Management Consultants (de Orde van organisatiekundigen en –adviseurs, Ooa). Before this last module, preparations were made for the examination to obtain the CMC certificate.

Lecturers /Trainers

The pool of lecturers/trainers consisted of senior management consultants, some of them also were university professor. Key trainers were CMC certified (with the exception of a Lithuanian trainer). Besides delivering training, the key trainers had a coordinating role, ensuring alignment between the participating trainers, monitoring and promoting group dynamics and organizing adjacent activities between the modules such as homework assignments, coaching sessions, intervision and mentoring. One or more of the key trainers was present during each module.

5. Evaluation
Training of high-level management consultants is always a challenge. Professionals, who are used to teach, train and consult others and are so self-confident that they are doing this also when they don’t have elaborate knowledge……, these people are hard to teach on anything! The clue to be successful in this program was that we invited a number of really top teachers, fellow professionals who were both good in the practical field as well as in the theoretical background. Another success factor was that the program contained a lot of exercises, simulations and other group work. Learning by doing is essential for these practical professionals. And the chance to learn from your fellow group members/ competitors is seldom missed!
Another challenge was the fact that we had a whole Lithuanian group (with different levels of command of the English language). Lithuania, although small, has a distinct culture and people are very proud on their country. The teaching staff though was completely western, mainly Dutch with some speakers from Denmark and the UK. Question was if we could get in real contact with each other, if trainers and staff could communicate on a fairly deep level of understanding. In hindsight we would say yes, reasonably. The atmosphere in the groups which was hesitating and carefully polite in the beginning, changed during the first seminars to a more informal communication. The groups settled themselves, became less reluctant between them to share experiences and knowledge and also developed quite open relations with staff and teachers. The opinion leaders in the groups (very experienced consultants with good command of English) did a solid job in connecting the two worlds. Although the language was a barrier for real intimate talks, in general we think the program was received sufficiently well.
From a didactical point of view another challenge was the huge diversity within the group. Although all of them were seasoned consultants, we had people just under 30 and well above 50 in the groups. There were pure IT consultants and psychologists following the course side by side. In principle this could end up by satisfying nobody. But by managing expectations beforehand, having sufficient flexibility in drafting the detail programs and grace to the understanding behavior of the participants we did manage. In fact we believe that a lot of participants discovered whole new aspects of their profession, something they wouldn’t have done so without being in this program.
The undoubtedly clear side goal of the whole program was the establishment of a core group for developing the AMCL. We think that this goal was perfectly realized. The Chair of the AMCL being participant in one of the groups, convinced people to join the AMCL and spend  time (during and after the program) to assist in the development. This way to create an IMC in a country we would call “The Royal Way”:   organizing a CMC course for 30 experienced consultants, certify them afterwards and create an IMC -with becoming provisional Member of ICMCI-,at the same time. 
Finally we have to be grateful to the EU and the Lithuanian Agency, which have granted and financed this effort.
6. A final reflection.
Thirty most experienced management consultants of Lithuania spent together nearly 18 months in the project organized by AMCL. That produced unprecedented benefit - created the strong core for a consultant’s society and its formal organization AMCL. Participants got to know and to trust each other, even during the course several joint consultancy projects were started. There is a clear determination to further contribute to the development of the profession. As a formal document, strategy of AMCL was developed (and further approved in the general meeting), whereas the mission statement reads: “To grow the prestige and the attractiveness of management consulting profession, to stimulate management consultants of Lithuania to develop their professionalism, to aim at recognition of benefit and value of services provided by AMCL and its members in the world.” The vision states “AMCL to be the center of management consultants of Lithuania and the member of worldwide society of consultants. AMCL promotes and improves environment whereas management consultants are encouraged to develop their professionalism and grow value of their services”.

May, 30th, 2011

Vilnius, Lithuania/Doorn, The Netherlands
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