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Towards More Effective Experts Support to the Central and Eastern 
European Countries During Their System Transition

Z w iększenie efektyw ności pracy ekspertów  dla krajów  Europy Środkowej 
i W schodniej w  trakcie zmian system ow ych

The political changes which have started in 1989 in Central and 
Eastern European Countries m arks the  beginning of a transition  process 
from an economic system  based on centrally  planned economy towards 
the free m arket oriented system  and decentralized form s of decision- 
-making. This process demandos the substantial changes of the m an
agem ent philosophy as well as practices which implies the developm ent 
of the  new brand of managers. They should be able to introduce the 
innovative solutions and new m anagerial techniques w hen changing 
business and industrial environm ent of d ifferen t sectors of national eco
nomy. It calls for the  transfer of variable experiences and train ing  m ethods 
from  other countries, and the mass retraining and developm ent of the 
core of trainers, consultants and teachers in the  field of m anagem ent and 
productivity.

However, to  make this process more effective and relevant, it is 
necessary to develop some more innovative approaches adjusted to the 
reality  of these countries. Our rem arks and proposals are based on a four 
y ear’s experiences w ith the international transform ation in Poland.

The significant cultural and social differences, strong historical trad i
tions and other experiences preclude an autom atic adoption of the ready- 
-m ade methods and solutions. However, the  same m ethods adapted to 
the local conditions, can be used of m anagem ent and productivity  in 
d ifferen t sectors of national economy, e.g.: state and private industry, 
m edium  and small business, public central and local adm inistration, social
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and health  systems, transportation, ecology and environm ental protection, 
telecom m unication etc.

M erging the modern knowledge, approaches and experiences of foreign 
experts and consultants w ith the experiences of the local experts can 
create the  new m anagerial tools adapted to our conditions, needs and 
possibilities of im plem entation. Polish experience collected during last 
few years can serve productivity developm ent for o ther countries in 
transition  process, such as the Baltic States, the Com m onwealth of In
dependent S tates (CIS) i and European Com m unity to m eet the ir specific 
needs.

TOW ARDS BETTER MANAGEMENT

The successful im plem entation of system  changes in post-com m unistic 
countries will depend on the capacity of m anagers to im plem ent the in
novative thinking and solutions. It involves such factors as:

— knowledge of the free m arket economy and the m ethods used in 
a system  approach,

— skills — ability to apply the acquired knowledge in practice,
— ability  to assume an attitude supportive to changes, to redirect 

action towards greater entrepreneurship and self-em powerm ent.
The train ing and retraining of core group of m anagem ent trainers, 

consultants and teachers who will be able to promote ad facilitate the 
developm ent of m anagem ent through education training and consulting is 
an im portan t tool for the economic deevlopm ent and the solution of the 
efficiency of enterprises.

Polish experiences from the last few years show, th a t the consultants 
from the United Nations Organization, the United States, Canada, Japan 
and o ther foreign donor-countries have experienced a considerable diffi
culties to understand the local conditions and changes. The effectiveness 
of th e ir  m otivated w ork has been very often com paratively low and 
som etim e irrelevant to the real needs of a given country.

It is true, th a t the fast changing economic and political situation and 
rules, in the post-communistic countries, can be frustra ting  and create 
difficulties both for the foreign as well as for the local experts, the la tte r  
ones are be tte r equipped and adapted to understand the situation and 
try  to find the proper solutions.

Therefore, if the know-how funds and experts’ effort of the donor 
countries, and support of in ternational organizations and agencies are to 
be properly used, the close cooperation between foreign and local experts 
seems to be the prerequisite  of g rea ter effectiveness, b e tte r use of the 
knowledge, experiences and funds to  speed up the transition  period.
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It has to be stressed, tha t the interpreted lectures of foreign experts 
are unsatisfactory as the tool for the m anagem ent training and develop
ment. The translation usually requires to be m oderated by local specialists 
who can provide necessary inform ation on cultural and o ther substantial 
aspects of the problem discussed in order to bring it closer to the local 
needs and reality.

CONCEPT OF TANDEMS

In order to achieve that, we put forw ard the concept of ’’TANDEMS” 
— ’’Professional Circles of Specialists” composed of the  local and foreign 
specialists in a given field, protecting their long-term  cooperation. The 
concept is based on our experiences as the  international experts concerned 
w ith a d ifferent aid programs. We observed them  from the both sides:

— as ’’givers”, when we have worked as international experts in de
veloping countries, and

— as ’’receivers”, w hen we have been w orking as organizers and 
’’consumers” of international aid to Poland.

Therefore the idea of ’’TANDEMS” is promoting a close cooperation 
of international and national specialists as the effective tool for the m an
agement developm ent. They should work together w ith  the teachers, 
adm inistrators,, curriculum  developers and training participants. They 
should also include the persons who will im plem ent the recom mendation 
of m anagem ent training and outcomes of the consulting.

’’TANDEM” of ’’Professional C ircle” m eans a group specialists from participa
ting countries working as a team  of persons from a specific profession — in areas: 
(1) ’’Education”, (II) ’’D evelopm ent”, ’’C onsulting” — to develop that profession. Their 
task is to develop new  m anagem ent and productivity solutions for countries in 
transform ation process. Tandem is working under the leadership of an international 
expert.

The tasks of ’’TANDEMS” (Fig. 1) m ight be form ulated as follows:
(i) curricula developm ent as well as training in curricula and program s 

tailored to m eet the needs of particular sectors;
(ii) selection, translation and adaptation of core m anagem ent textbooks 

and guides, to be made widely available and to help set the standards;
(iii) a program  for defining policies and effective models for the de 

velopm ent of m anagem ent (a) teachers (professors) {b) tra iners (c) con
sultants;

(iv) pilot program m eso f teacher/trainer/consultant developm ent to m eet 
the needs of professionals in various stages of professional developm ent;
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Fig. 1. Tree of training — the global concept 
D rzewo szkolenia — pojęcie ogólne

(v) developm ent of m anagem ent research capabilities and im plem enta
tion of research projects in selected areas im portant to needs assessment, 
curricula development, case studies and other training m aterials produc
tion etc., respectively to participating countries;

(vi) courses and vorkshops for the  m anagers, deans, directors, m an 
agers of studies at m anagem ent schools, centers and other insitutions;

(vii) training and advisory program  for hum an resource developm ent 
m anagers in private and public companies aimed to increase the share
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and role of enterprise-based m anagem ent specialist training and develop
m ent for participating countries.

It is necessary to develop the clear goals and objectives for the process 
of m anagers’ education as well as for training and retraining of the 
teachers, trainers and consultants. This has to  be considered as the most 
serious task to be undertaken not only in Poland, b u t also in o ther CEEC 
countries as well.

CONCEPT OF ’’THE TREE OF TRAINING ”

Preparation and developm ent of m anagers for effective m anagem ent 
as well as reaching higher productivity in economic activities is crucial 
in tu rbulen t times and requires the proper in frastructure or netw ork of 
institutions to develop knowledge, skills and attitudes.

The education and train ing of m anagers capable of working efficiently 
in the  m arket economy system should be developed parallel in two di
rections :

a) top managers as vehicles for change to secure the effectiveness of 
economic ventures,

b) national core group of m anagem ent consultants and trainers pre
paring the enterprise personnel.

The countries should plan both m anagem ent ’’education” and ”up- 
-grading” training. There are three general spheres of m anagem ent tra in 
ing (Tab. 1):

Sphere 1. ’’DEVELOPMENT” — practical type of education — tra in 
ing in m anagem ent developm ent or m anagem ent for change (or education 
by consulting training) — w here the program  is tailored to m eet the 
needs of industrial students and is modified to better suit the student’s

Tab. 1. Tasks of the national m anagem ent netw ork  
Zadania państw ow ej siieci zarządzania

M AIN TASK SUPPORTIVE TASK
DEVELOPMENT CONSULTING EDUCATION

N ational C enter for 
Staff Training

* im plem enting  
’’tree of trainers 
training”

N ational Institute of 
M anagem ent 
Consultants

* consulting service
* im plem enting ’’tree 

of consultants 
train ing”

Higher Educational 
Institutions

* proposing changes
in  academ ic programs

* retraining of faculty

* professional research and developm ent
* developm ent of m ethodology and training m aterials
* reports to the respective authorities
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curren t requirem ents. This type is often adapted to practical and actual 
problems. The knowledge acquired is practical in  character, it also in
cludes developing the student’s ability to apply his o r her knowledge in 
practice. The a ttitudes of entrepreneurship  and cooperation w ith  other 
people are strongly encouraged and developed. The perform ance skills for 
short bu t intensive teaching periods make reference to the  students own 
experiences and encourage m utual exchange of experiences among the 
participants.

Fig. 2. Tree of training — tandem  developm ent 
Drzew o szkolenia — rozwôj tandem ow y

Sphere 2. ’’CONSULTING” — specific services perform ed for a fee 
by independent, objective professionals to  help m anagers define and 
achieve the ir organizations’ goals. By analyzing problem s or opportunities 
associated w ith  key m anagem ent functions, m anagem ent consultants can 
recommend pratical solutions and help to im plem ent them . In  the sim 
plest term s, m anagem ent consulting is the business of m anaging change. 
The u ltim ate purpose of every  consulting engagem ent is to m ake
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som ething happen in the client organization th a t will improve its p e r
formance.

Sphere 3. ’’EDUCATION” — academic type of education — a student 
would conform him self to the requirem ents of a standardized teaching 
program .The teaching program s, extending over a few years, covering the 
basic as well as applied knowledge.

It is believed th a t m anagem ent training should be addressed not only 
to top m anagem ent, executives, bu t also to division heads, supervisors, 
forem an and staff because the better understanding of m anagers of the  
scope of the ir responsibilities, the better the functioning and higher 
effectiveness of the organization as a whole.

The educational system needs the central institution and the netw ork 
of educational institutions for developm ent of the educational program s 
for teachers as a ’’workshop of tra in ing” for trainers, for consultants and 
for high level educators. The tasks of the notional m anagem ent institutions 
include:

Stage 1: INTERNATIONAL TRAINING COURSE (ITC)

ITC is a pilot professional advanced m ethodology training course/workshop to  
retrain trainers/consultants/teachers in their professional fields. The w orkshop ts 
rather designed as an exchange of experiences.

E stablish  TANDEM S.
Trainers ITC — are international experts.
T rainees — they are consultants — specialists from participating countries w ho  

w ill be trainers for the NTC. T entatively, 3—6 persons from each country.
Practical assignm ents — Indoor training has to confirm  by practical a ssign 

m ents. International (m ixed) team s m ay also be taken into consideration.

Stage 2: NATIO NAL TRAINING COURSE(S) (NTC)

NTC (basic m ethodology) as a training in each of the participating countries to  
train new  trainers/consultants/teachers, who w ill work on solving practical in 
dustrial problem s.

D evelop  TANDEMS.
N ational C onsultancy Course(s) w ill be organized in each of the partici

pating country. The NTC program can be tailored to m eet the needs of any par
ticipating country.

T rainers — they are trainees from the international Training Course (ITC).
T rainees — specialists and m anagers from participating countries.
P ractical assignm ents — are the basic fo llow  up elem ent of the National 

Training Course(s), duration 6— 12 m onths.
International (m ixed) team s w ill be w elcom e. The assignm ents are super

vised by the international experts.
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Training and professional m aterials — trainees from  each participating  
country should prepare or translate handouts to m eet the needs of the National 
Training Course. They work in tandem s to develop professional know ledge suitable 
during the transition process.

Stage 3: SEM INARS (NATIONAL and INTERNATIONAL)

Sem inars are designed for exchanging experience during the im plem entation  
of the PROGRAM. Further developm ent of TANDEMS.

THE STRUCTURE OF THE PROGRAMME

The special struc tu re  is designed for im plem entation of M anagement 
Development in Progress. The S tructu re  (Fig. 1) consists of th ree areas.

AREA 1. International Steering C om m ittee (ISC)

The International S teering Committee (ISC) is a body composed of the 
international United Nations Organization experts from  developed coun
tries. Poland and countries in transition. The m ain tasks of ISC are 
planning, program m ing, budgeting, im plem enting and evaluating the 
PROGRAM. The chosen group of experts from  Poland and developed 
countries will act as the PROGRAM’S Executiev Group. Here are the 
tasks of this group:

— form ulating and supervising the execution  of goals, objectives and strategies 
of the PROGRAM,

— approving tandem s of international and national experts,
— organizing the N ational M anagem ent/Productivity Centers in respective' par

ticipating countries,
— contracting the academ ic faculty, trainers and consultants for the follow ing  

spheres: i) DEVELOPMENT; ii) CONSULTING; iii) EDUCATION,
— conducting the continuous evaluation research as the basis for verification  

and m odification of the PROGRAM,
— reporting the progress to the respective governm ents and donors: the UN, 

the EC and others,
—: supervising publication of training m aterials (syllabus, handouts, etc.),
— promoting goals and objectives of the PROGRAM.

AREA 2. N ational M anagem ent/Productivity Centers in Participating Countries.

Sphere 1. ’’DEVELOPMENT” — Group of tra iners from M anagement 
and Productivity Development and Training Centers,

Sphere 2. ’’CONSULTING” — Consultants from National M anagement 
and Productivity Consulting Centers and from  consulting companies,

Sphere 3. ’’EDUCATION” — Faculty staff from Academic Educational 
Institutions (Universities, Academies and Higher Education Institutions).
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AREA 3

SECTORS TRAINEES

* Ind us toy * Top m anagem ent
* State, central and local * Senior m anagem ent

adm inistration * Junior m anagem ent
* Public services: social and health * Specialists

system , transport, com m unication. *
etc.

* A griculture
* Environm ent protection
* Sm all and m edium  business

OBJECTIVES OF THE PROGRAM

O B JE C T IV E S  O F  A R E A  1

The m ain  objectives of the ITC are:
— To form ulate goals, objectives and strategies and supervise and 

coordinate the im plem entation of the PROGRAM. It is responsible for 
approving of the tandems« of experts who develop new m anagem ent and 
productivity solutions for côuntlriës in transform ation process.

— To facilitate the developm ent of inform al and form al national 
cooperation networks, for exchanging inform ation and experience and for 
promoting m anagem ent training in spheres of development, consulting 
and education.

— To increase knowledge and practical application of m odern con
sulting m ethods aimed a t achieving m easurable results w ith active partic
ipation of clients, and to enhance the professional and ethical quality  of 
m anagem ent consulting.

— To establish the institutional netw ork institutions and associations 
in the educating and consulting in m anagem ent in the participating 
countries.

— To m onitor results.
— To develop an action program  and project docum ent for technical 

assistance in developing m anagem ent in participating countries for the 
years 93—96.

— To take stock of (i) national development, (ii) expressed and laten t 
needs, and of aptitudes and capacity to m eet these needs, in enterprises 
and other organizations; in participating countries.
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Fig. 3. M ethodology of the programme im plem entation  
M etodologia w drażania programu

O B JE C T IV E S  O F  A RKA  2

— To develop the m anagem ent consulting capabilities through training 
and practical applications.

— To increase and m aintain knowledge, attitudes and skills in using 
the  effective m ethods of consulting.

— To support the developm ent of consultants a t various stages of 
professional life.

— To assess and so develop the a rt of the  Consulting profession, of 
its achievements and of its problems.

— To prepare an action program  and supporting project document(s) 
prepared for a period of 3—5 years following the end of this project.

— To assure a sufficient num ber of tra iners and consultants retrained  
and prepared for coping w ith urgent m anagem ent developm ent tasks in 
the country.

— To train  and retrain  the m anagem ent trainers and consultants as 
well as faculty staff from the Universities.

— To locate, evaluate and streng then  existing centers for staff tra in ing  
w ith particu lar emphasis an their program s and services in hum an resource
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m anagem ent and productivity  im provem ent, focusing on p riority  needs in 
th a t area.

— To provide a selected short-term s expertise to the  Center in program  
areas defined as p riority  (through shorter term  consultants, study tours 
to institutions abroad and by providing training m aterials and aids).

— To review, restructu re  and upgrade the M anagement Institu te  on 
national level and tu rn  it into an institution capable of providing signi
ficant training and retraining program s to management.

O B JE C T IV E S  O F  A R E A  3

— To train  m anagers from all sectors covered by the PROGRAM.
— To train and retrain  the m anagem ent trainers and consultants as 

well as faculty staff from the Universities.
— To recognize the scope of activities for tandem s.
The tree of training of faculty staff in the three spheres: development, 

consulting and education consists of several kinds of training.
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S T R E S Z C Z E N I E

W krajach, które dokonują transform acji system ow ej od gospodarki planow anej 
centralnie do gospodarki rynkow ej, istotnym  zagadnieniem  jest lepsze w ykorzysta
nie ekspertów  m iędzynarodowych. Proponowana koncepcja w prowadza nową form ę  
w spółpracy pom iędzy ekspertam i krajów  Zachodu i W schodu. Proponuje się tw orze
nie tandem ów, czyli grup profesjonalnych, pracujących nad rozw ojem  danej dziedzi
ny wiedzy lub praktyki dla dostosowania jej do w arunków  kulturow ych, poziomu  
rozwoju społeczno-gospodarczego raz stanu zaaw ansow ania tej tem atyki.

Om awiane są sfery kształcenia m enedżerów  w  obszarach: edukacja (kształcenie 
rozwoju społeczno-gospodarczego oraz stanu zaaw ansow ania tej tem atyki, 
m enedżerski).

Sposób wprowadzania oparto o tzw. drzewa treningów , które uw zględniają „ka
skadow e” tw orzenie tandem ów.


