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The sector of small and medium enterprises (SMEs) is important to the Lithuanian economy and its social
development. However, small and medium enterprises are rather vulnerable due to their limited resour-
ces and other specific characteristics. Therefore they often are supported by governmental and interna-
tional organisations. Many support programs concentrate on providing additional financing; others
concentrate on the educational aspect, which includes training and business advice. Encouragement to
use professional business consulting services belongs to the latter group and is rather unique. This impacts
the overall outsourcing, transparency of operation and partnership in general. This educational aspect is
specifically important to SMEs in transition economies, where traditions of using services of business
consultants are very short.

The article analyses how SMEs selected various types of business advice during a relatively long period
of Lithuanian economy transformation. Choice differences between decisions of small (up to 50 emplo-
yees) and medium (50-249 employees) companies are observed and analysed. The article analyses also
the effects of consulting services on SMEs growth in terms of their sales and number of employees. This
analysis allows indicating types of business consulting services that influenced the growth of enterprises
more than others.

The research is based on a survey that included over 300 Lithuanian small and medium enterprises.
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Introduction

Small and medium enterprises (SMEs) have
recently compelled researchers’ attention. The-
re is a strong agreement about the importance
and complexity of this sector, though even the
definition of SME is not absolutely uniform. The
definition of SMEs is typically based on employ-
ment, sales and some industry-specific criteria.
However, often only employment is used. The
number of employees is the simplest indicator

not dependent on any methodological or legal
specifics. According to this criterion, the majo-
rity of countries agree that the SME sector co-
vers companies that employ less than 250 em-
ployees. Quite often the group is subdivided in-
to segments of small (up to 50 employees) and
medium (50-249) enterprises .

Attention to small and medium enterprises is
based on the fact that the SME sector plays a
very important role in the economies of many
countries. Small businesses are well recognized
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and acknowledged as significant contributors to
economic development, job creation, and the in-
dicator of general health and welfare of econo-
mies. In all countries of Europe, SMEs account
for more than 99% of all registered companies.
In 15 countries of the EU (before its recent ex-
pansion), SMEs on average produced about 3/4
of GDP. In Lithuania, SMEs also account for
more than 99% of registered companies, produ-
ce almost 70% of GDP, and employ about 70%
of labour (Darulis et al., 2004).

The SME sector was analysed by numerous
authors, and very different aspects of its opera-
tion were covered. Attention is typically focused
on SME strategies, competitiveness and growth
issues.

The strategies and management of small and
medium enterprises have their specific features,
since smaller companies often see development
of their competitive advantages through coope-
ration (Ishikawa, 2004) and networking (Elfring,
Husink, 2003). At the same time, development
of SMEs is not limited to selling in their domes-
tic markets. Even newly established SMEs have
some potential of joining international value
chains and developing their own marketing stra-
tegies (Johnson, 2004; Chen, Huang, 2004). Ef-
ficient strategies can be created only on the basis
of rather professional planning activities that al-
so have certain specifics in SME sector (Ibra-
him, Angelidis, Parsa, 2004). In addition to the
use of information, SMEs more frequently base
managerial decisions on managers’ intuition
(Enright, 2001). In general, SME development
is significantly related with personal characte-
ristics of a specific entrepreneur (Aidis, Mickie-
wicz, 2003).

Another important aspect of SME analysis is
related with removing barriers to growth for these

companies. The most typical issue is increasing
the availability of financing resources to SMEs
(Andriejute, Snieska, 2004). Quite often, re-
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searchers see some advantages of training (Sto-
rey, 2004) or possibilities to adjust the manage-
rial models that are typically used by larger com-
panies (Naylor, Hawkins, Wilson, 2001;
McLarty, 2003). This also relates to analysis of
the factors that influence formation of SME stra-
tegies (Gibbons, O’Connor, 2005).

Since SME sector is that important, its dyna-
mics significantly influences the overall develop-
ment of national economies and even social sphere
(through employment) in many countries. This
forces to constantly analyse facilitators and obs-
tacles of SME growth. Numerous support pro-
grams were developed in various countries for
reducing/removing obstacles for SME growth.
Most often, they concentrated on financial sup-
port (loan programs) or educational influence.
These influences together with SME support pro-
grams’ activities have been rather well analysed
and documented (Chrisman, McMullan, 1996).
However, many other influences on SMEs deve-
lopment and growth can also be observed. One
of them is the use of professional business
consulting services that bring additional expertise
and give a certain push to SME growth. This
happens because consulting integrates informatio-
nal, technical, training and other external influen-
ceswith characteristics of individual companies.

By their definition, business consulting servi-
ces cover a very broad range of efforts directed to
improving the performance of a client organisa-
tion. Many services are limited to providing in-
formation, and the further use of this information
is a direct function of the client company person-
nel. Often these projects include continuous or
periodical market measurements, annual audits,
etc. In general, the group of consulting services
is limited by delivering rather routine informa-
tion without direct influence on client business
operation. If the personnel of the company is
less professional or not very much experienced
(as in many SME:s), the use of these services is



very limited or inefficient. Also, some of these
services (audits, labour safety measures) are used
only because they are required by law. Therefo-
re enterprises often use them just in some for-
mal way.

However, there is a large variety of consul-
ting services that are directly targeted to impro-
ving certain aspects of business operation and
management. They can be defined as ad-hoc
type consulting, since often are more or less cus-
tomised to address needs of a specific customer.
These consulting services can be very important
to SMEs, and they may really remove some bar-
riers to SME growth.

There are many methods how business con-
sulting (advice) services may be classified. How-
ever, none of them is entirely precise, since ma-
ny consulting projects include a few types of advi-
ce. Also, some parts of a larger project in other
circumstances can be considered as separate pro-
jects of more specialised content. The most typi-
cal example is development of strategic plans
which often include market research, engineering
developments, financial forecasts, process engi-
neering, etc. In other cases, feasibility studies ser-
ve not just as a tool to attract financial resources,
but also play a role of development plans. There-
fore, classification of consulting projects is par-
tially based on managerial judgements about the
main aspect of a consulting project.

In this article, we classify business consulting
services into nine categories:

* feasibility studies and investment plans,

* strategic development planning,

* company reorganisation/restructuring,

¢ quality improvements and quality systems’
implementation (mainly ISO 9000 and ISO

14000),

* market analysis and marketing planning,
* implementation of computerised information
systerns,

* implementation of computerised manufactu-
ring systems,

* engineering studies and engineering develop-
ment,

* others.

The ninth category (‘other’) includes very dif-
ferent and often one-client-specific projects.
This makes the whole category inconsistent, and
does not allow using it in analysis. Therefore all
further analysis in this article is based on eight
categories of business consulting services.

The use of business consulting services in the
SME sector has not been given extensive stu-
dies. There are some surveys concerning gene-
ral outside assistance (Chrisman, McMullan,
2004), but they do not explore the use of various
types of business advice. The issue has not yet
been studied in Lithuania or in neighbouring
countries. Therefore, the main objective of this
article is to analyse how SMEs were selecting
and using business consulting services in a tran-
sition economy (Lithuania) during the different
phases of its development. Though the overall
SME dynamics during economic transition has
already been to some extent analysed (Navickas,
Bagdonaiteé, 2004; Aidis 2003), previous analy-
sis did not cover the issue of business consulting
services selection and results.

Authors of the present paper wanted to analy-
se whether the external (not necessarily cycli-
cal) change of economic conditions influences
the choice of business consulting services by
SMEs. It is assumed that SMEs in transition eco-
nomies went through a certain process of lear-
ning that started with familiarising with consul-
ting alternatives and continued into a more effi-
cient selection and use of consulting services.
Although every enterprise and every manager
went through this individually, there must be so-
me typical patterns observed. Since this aspect
of analysis is relatively new, we concentrate on
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the exploration of consultancy usage patterns du-
ring various periods rather than on measure-
ments of concrete relationships between macro-
economic indicators and the types of consulting
services used.

Also, we analyse how different types of busi-
ness consulting services influence SME growth
in terms of sales volume and employment. This
is a rather simplified measurement of SME per-
formance, but sophisticated measurements ha-
ve their imperfections (Abouzeedan, Busler,
2004). Growth in relation to small businesses
represents a complex matter and is multidimen-
sional in scope and character. It embraces a con-
vergence of owner-manager ambitions, inten-
tions, and competences; internal organizational
factors; region-specific resources and infrastruc-
ture; and numerous external influences (Morri-
son, Breen, Ali, 2003). Many of these influences
have been relatively well analysed (Rodriguez et
al., 2003), but they do not include the use of
business consulting services. Though an exact
differentiation of various influences on SME
growth is rather difficult, statistically significant
differences in the growth of the SMEs that used
different types of consulting services allow sta-
ting the relationship between the consulting ser-
vices and growth. Consultancy is assumed to ge-
nerate at least a significant part of the observed
growth effects, though absolute control of other
factors is impossible.

However, the analysis has certain limitations
which are mainly related to the specifics of sam-
pling procedure and the lack of comparison ba-
sis for the findings. The overall population of
the Lithuanian SME:s that used professional bu-
siness consulting services during the study pe-
riod was very small, and the sampling procedure
rather meant an active search for companies sho-
wing interest to consultancy. Though this judge-
mental (to some extent) sampling allowed to co-
ver relatively well the majority of consultancy
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and SME types, the procedure did not comply
with formal random sampling requirements.
This reduces the accuracy of the representation,
but still allows observing and interpreting the
general patterns and trends. Also, the sampling
procedure did not allow to formally eliminate a
certain possibility of a self-selection bias, though
this can have just a minimal influence on the
exploratory aspect of the research.

1. Research

Investigations of the SME sector present certain
difficulties because of the large and diverse ge-
neral population, imperfections of information
handling in SMEs, and many other factors (New-
by, Watson, Woodliff, 2003). The personal cha-
racteristics of a SME manager have also to be
taken into account (Mitchell, Busenitz, Lant et
al., 2002). Therefore, every SME research sche-
me requires certain innovations. For example, it
is beneficial to relate a survey procedure with
SME support programmes which have advanta-
ges in contacting SMEs. Some of these possibili-
ties were used in this survey, which allowed co-
vering a relatively large sample of SMEs and ke-
ep the process of survey going during the period
of nine years.

The sample of SMEs included 304 small and
medium enterprises that used business consul-
ting services of consulting companies during the
period from 1995 to 2004. Out of them, 134 be-
long to the category of small (below 50 employe-
es) and 170 to medium (50-249 employees) en-
terprises. AllSMEs were registered in Lithuania,
were primarily private and primarily locally
owned. Therefore their activities reflected the
attitudes of local entrepreneurs and managers to
business consulting and overall business develop-
ment. This differs form the approach of some au-
thors (Burca et al.) who consider branches of mul-
tinationals also belonging to the SME sector.



Since the same enterprise had a possibility to
undertake several consulting projects, the
overall number of registered consulting cases is
366. Even though the same company could have
several consulting projects, the projects did not
overlap in time, since only one project with a
company at a time was recorded.

The researchers had two in-depth interviews
with representatives of each company. The first
interview was performed before starting a con-
sulting project and the second one year after the
consulting project had been formally finished. The
first interview was related with the possibility
of granting a subsidy for partial coverage of bu-
siness consulting costs, therefore managers we-
re strongly motivated to specify their expecta-
tions about the planned consulting project. The-
refore in each case researchers received extensi-
ve qualitative information about each company
and each consulting project. During the first in-
terview, respondents also provided quantitative
information about a SME’s sales volume and
number of employees. The second interview was
held a year after the business consulting project
with a consulting company had been completed.
The main topic of discussion was evaluation of
the benefits of the undertaken project, which in
turn generated an extensive amount of qualitati-
ve information. In addition to this, SMEs again
provided quantitative data about sales volume
and the number of employees. In this work, only
these two quantitative indicators of SMEs were
used to measure enterprise growth. Changes of
these indicators during the period between the
two interviews could be at least partially related
with the consulting project the enterprise was
undertaking. The qualitative part of information
from all interviews was used for interpreting the
findings and including SME managers’ attitudes
to the phases of Lithuania’s economic develop-
ment from the point of view of SME develop-
ment.

In all cases, the respondents were managers
or owners-entrepreneurs of respective SMEs.
Therefore they had all rights and competences
to discuss the development of their companies
and all issues regarding the relevant business con-
sulting projects.

2. Overall choice of business
consulting services

The classification of business consulting services
suggested in this paper defines nine types of busi-
ness consulting services. It proved to be conve-
nient for further analysis, except 10 consulting
projects that were classified as “other”. Since this
small group lacked internal consistency, it was
impossible to analyse the group the same way as
all others. Therefore the category “others” was
totally removed from further consideration. As a
result, our analysis is based on 356 business
consulting cases to SMEs, which fall into eight
categories of consulting services. Since in some
cases ISO consulting and ISO certification were
combined into the same project, these activities
are included into the same category.

The study enterprises based the selected bu-
siness consulting projects only on their needs
and priorities. Most of various types of consul-
ting projects were covered by computerised in-
formation system and quality system implemen-
tation projects (Table 1)

It is important that differences in the choice of
consulting services between small and medium
enterprises were only minimal. However, some
statistically significant differences were observed
on the basis of SME types of activity (Table 2).

Logically, trade companies were not interes-
ted in engineering projects. Almost half of
them used business consulting services of im-
plementation of computerised information sys-
tems. At a certain stage of their development,
ability to follow the flow of goods and to pro-

87



Table 1: Choice of business consulting services by two groups of SMEs

. . . Per cent of the total

Types of business consulting services Small enterprises Medium enterprises

Feasibility studies 6.9 6.1

Computerised manufacturing systems 13.8 10.2

Engineering studies 4.4 5.1

Market analysis & planning 13.8 153

Computerised financial information systems 18.8 25.0

Development planning 6.3 9.7

Reorganisation 13.8 7.1

Quality management & certification 225 214

Total: 100.0 100.0
Table 2: Business consulting services by SME activity type

Types of b Activity

consulting services Manufacturing Service Trade

Feasibility studies 8.7 5.7 2.6

Computerised 11.0 189 39

manufacturing systems

Engineering studi 8.2 2.8 0.0

Market analysis & 18.6 85 14.1

planning

Computerised financial 18.6 94 474

information systems

Development planning 5.8 8.5 12.3

Reorganisation 58 18.9 7.7

Quality management & 233 273 11.5

certification

Total: 100.0 100.0 100.0

perly manage inventories was the key factor for
the increase of their efficiency, competitiveness
and growth. Implementation of computerised
information systems was addressing this very
important objective.

Manufacturing companies rarely related their
development with implementation of compute-
rised information systems. These SMEs more
frequently were interested in market analysis,
implementation of quality systems and, to some
extent, of computerised manufacturing systems.

Service companies varied most. However, so-
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me patterns of employing business con-
sulting services could be traced even in this
group. Service companies paid significant atten-
tion to the quality systems, company reorganisa-
tion and computerised manufacturing systems’
implementation. Implementation of ISO sys-
temns was specifically important in fighting the
natural characteristics of services, such as varia-
bility and intangibility. The certificate was per-
ceived as some tangible asset that could be used
as a proof of service quality and sustainability.
The need of reorganisation perhaps reflected the
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overall growth and geographical expansion of
service companies. Implementation of compu-
terised manufacturing systems was employed
mainly by design / projects development firms
(architectural, technical, landscape planning),
which needed computerised tools for a higher
accuracy and speed of their functioning.

3. Preference of business consulting
services during different phases of
economic development

Transition economies are often characterised by
rather similar phases of economic development.
The recent Lithuanian development has also cer-
tain periods. Based on analysis of general eco-
nomic indices and (more importantly) on the
attitudes and perceptions of interviewed SME
managers, we suggest four phases of the recent
economic development in Lithuania:

1. Initial development of market economy

2. Initial growth

lopment of Lith

A

3. Recession
4. Recovery and growth.

The first period starts with the moment
when Lithuania regained its independence in
1991 and continues to approximately 1996. In
terms of economy and business development,
it is mainly characterised by the change of the
overall system of economy, privatisation,
gradual reduction of the initially very high
(200% and above) inflation, establishment of
the new economic basis and some stabilisation
of the economy in general. During this pe-
riod, a number of new private SMEs were
established, the first local business consultants
appeared. This period is not analysed in the
current article, our attention being concentra-
ted on the three others (Fig 1).

The first period (of initial growth) covers the
time when the number of private SMEs was inc-
reasing both because of continued privatisation
and the emergence of new private companies.
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During this period, the development of SMEs
was rarely based on efficiency and business ex-
cellence. More frequently, successful SMEs used
new and historical business contacts, developed
the opportunities offered by imperfections and
disproportions of Lithuanian economy and the
economies of neighbouring countries. At the
same time, a need for business consulting arose,
but the use of business consulting services re-
mained very limited. The sector of business con-
sulting services was growing, but the choice of
services remained rather simplistic due to the
limited resources of SMEs and minimal expe-
rience of local consultants.

The recession was mainly triggered by fac-
tors outside Lithuanian economy (in Russia),
but it had a major influence on Lithuanian eco-
nomy and therefore even on the SMEs that had
almost no international contacts. The start of
this period is very clear (mid 1998), but the end
of it can hardly be indicated very precisely. We
believe that many SMEs were able to somehow
withstand the problems and stabilise their ope-
rations by the end of 1999.

In general, this period sorted out the compa-
nies that were able to be flexible and efficient,
had enough resources and expertise to survive
the difficult period. During this period, busi-
ness consulting services were mainly used for
fighting the business problems rather than for
removing barriers for SME growth.

The next period perhaps can also be subdivi-
ded into smaller parts, but in terms of the SME
sector and consulting business development the
period from the start of 2000 till now is charac-
terised by continuous evolutionary changes. The
SME sector was already different at the start of
the recovery period both in terms of its structure
and the very different attitudes of SME owners
managers. At that point, differences between pri-
vatised and newly established enterprises prac-
tically disappeared. The differences of histori-
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cal evolution were replaced by the aspect of effi-
ciency: in both categories a more significant dis-
tinction occurred between efficient and less effi-
cient companies. The most advanced SMEs we-
re successfully overcoming the problems of re-
cession by increasing efficiency and developing
contacts with partners from developed countries.
This gave a new impetus to developing more so-
phisticated managerial techniques and strategies;
more attention started to be paid to the output
quality. This raised the demand of the new types
of consulting services, ISO systems implemen-
tation in particular.

In general, this period can be characterised by
the further stable growth of GDP and by the sur-
prisingly low or zero inflation (or even deflation).
In these conditions the development of SMEs was
much more predictable. SMEs continued develo-
ping niches, using more and more sophisticated
technologies. They started also employing better
professionals and therefore could request more
specialised and professional consulting services.

Environmental characteristics influenced the
business priorities of SMEs and predetermined
the use of business consulting services. Respon-
ding to the environmental changes, during the
three latest periods of Lithuanian economic de-
velopment SMEs employed rather different ty-
pes of business consulting services (Table 3).

Feasibility studies and development planning
projects were more typical of the initial growth
period. Most probably this was related with so-
me over-optimistic planning of companies’ de-
velopment, often relating it only with obtaining
additional financial resources. This was more
typical of medium-sized companies, since srall
enterprises undertook these projects less frequ-
ently. As is already analysed, these consulting
projects often ended in significant disappoint-
ments, reduction of both sales and employment.
This was not necessarily related with the quality
of consulting projects or overall performance of



Table 3: Employment of various types of consulting services in three periods

Types of business consulting services Periods
07.1995-06.1998 06.1998-12.1999 | 01.2000-12.2002

Feasibility studies 133 2.3 4.7
Computerised facturing systems 114 153
Engineering studies 5.7 4.1
Market analysis & planning 13.3 19.3 12.9
Computerised financial information

systems 347 21.6 153
Development planning 15.3 5.7 53
Reorganisation 0.0 5.7 18.2
Quality management & certification 122 284 24.1
Total 100.0 100.0 100.0

SME:s: often it was just the reflection of mana-
gers’ inexperience in dealing with underdevelop-
ment of the financing infrastructure of that pe-
riod. The negative managerial experience resul-
ted in a significant reduction of these projects
during the other two periods.

The share of the implementation of compu-
terised financial information systems was rather
large during all periods, but it was steadily decli-
ning. However, the trends in small and medium
companies are rather different. Almost 40% of
consulting projects chosen by small enterprises
during the first period dealt with implementa-
tion of computerised financial (or accounting)
systems. In almost all cases, these systems repre-
sented the first stage of computerisation in these
companies and mainly had to replace manual
operations. Medium companies during this pe-
riod chose implementation of computerised fi-
nancial systems a little less frequently (33.4%),
possibly because of the fact that many medium-
sized enterprises at that period already had so-
me computerised systems in place and were mo-
re concerned with solving other issues.

The situation underwent significant changes
during the two following periods. During both
of them, computerised financial systems were
chosen by medium enterprises more frequently

than by small companies (26.0% versus 15.7%
and 25.0% versus 14.0% respectively). This me-
ans that from the period of recession larger com-
panies started to look for efficiency, and a more
efficient handling of financial information was
one of important priorities for them. Additional
requirements for better information handling
were created by the increased overall scale of
operation, the need for faster decision-making,
which had to be based on timely and precise in-
formation. In the majority of instances, medium-
sized companies replaced simplistic compute-
rised information systems by more sophistica-
ted ones.

The recession triggered asignificant leap in the
use of quality-improvement-related business con-
sulting projects. Before it, this type of the project
had been undertaken mostly by medium-sized
enterprises, while later there was almost no diffe-
rence among companies of different size. The sha-
re of these projects more than doubled in the pe-
riod of recession and remained almost stable la-
ter. The importance of these projects for SMEs
can be better understood knowing that a typical
ISO system implementation project was signifi-
cantly more expensive than many others, and that
during the recession SMEs had especially scarce
financial resources. A lot of research allows to
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state that ISO systern implementation can be dri-
ven not only by the primary objectives of ISO
existence, i.e. quality and related managerial im-
provements. Many empirical studies confirm that
management might have expectations that are not
much concentrating on improvements inside the
company. They believe that the ISO systern has
to generate marketing and sales effects (Ivanaus-
kiené, Urbonavi¢ius, 2003; Urbonavicius, 2004)
or, more precisely, to help improving company
image, developing partnerships, etc. (Carlsson,
Carlsson, 1996; Escanciano, Fernandez, Vasqu-
ez, 2001, Dissanayaka et al., 2001). Also, these
projects started together with the necessity to join
international supply chains in more quality-de-
manding countries. The internationally recogni-
sed ISO certificate signals to the potential part-
ners that a company is managed according to bro-
adly accepted rules, which makes its operation
stable in terms of procedures and, consequently,
in its output quality.

The recession had a very interesting effect on
the selection of marketing analysis and market-
ing planning related consulting projects. In ge-
neral, during recession this type of business ad-
vice was considered by SMEs significantly more
often. However, solving the marketing problems
with consultants’ assistance during recession be-
came more important only for medium-sized en-
terprises, and for them the share of this type of
consultancy doubled in comparison with the pre-
vious period (13.0 and 26.0%). For smaller com-
panies, the result was opposite: the share of mar-
keting-related consulting projects declined from
13.8% t0 10.5%. It is possible that the managers
of smaller companies did not see a possibility
for breaking through the recession problems via
knowledge and the development of markets. In
difficult periods, smaller companies tend to lo-
ok for either more technical and tangible (com-
puterised manufacturing systems, ISO) or very
radical projects (reorganisation).
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Reorganisation projects were non-existent du-
ring the first period, but this type of consulting
services was rapidly developing and was the se-
cond largest in the latest period. The main ex-
planation of this trend is based on the overall
search for efficiency and increasing attention to
management of SMEs, while earlier the key is-
sues were related with financing and manufactu-
ring. However, it is rather difficult to explain the
distribution of reorganisation projects between
small and medium companies. It is logical to
expect that larger enterprises are more concer-
ned about their structure and processes, but se-
lection of consulting projects does not confirm
this idea. There were no restructuring projects
undertaken during the first period; all restructu-
ring projects during recession were undertaken
only by small enterprises: reorganisation pro-
jects have much larger share for smaller compa-
nies than for medium-sized during the last pe-
riod (18.3% versus 7.1%).

Introduction of computerised manufacturing
systems is one more solution of recession pe-
riod problems for SMEs. A significant growth
of the relative importance of manufacturing sys-
tems started during the recession, but continued
also after it. In many cases, the introduction of
manufacturing control software was a logical
continuation of the previously implemented
computerised financial systems. But this explains
only part of the undertaken projects. For exam-
ple, it is rather hard to understand why these
projects were always more popular among small
enterprises than among medium ones, and this
difference was extremely big during recession.

Of all types of business consulting services,
only engineering studies seem to be not influen-
ced by environmental changes in different pe-
riods of time. Also, these consulting projects had
a surprisingly similar share among the consul-
ting projects undertaken by smaller and mediumn
enterprises.



4. Results of using business
consulting services

4.1. Change of sales volume

The development of SMEs is influenced by a
number of various factors that mostly are relati-
vely well researched. However, there is a statis-
tically significant relationship between the use
of business consulting services and the growth
of sales. More specifically, different sales chan-
ge patterns are observed among the small and
medium-size companies that have used business
consulting services. Just a little more than one-
fourth of small companies have reduced their
sales in the period between the two interviews
(before the consulting project and one year after
its completion), obviously influenced by a num-
ber of the internal and external factors that are
not necessarily related with the undertaken con-
sulting project. However, medium companies
were stronger influenced by these factors, and
their sales went down in almost 35% of them.
The largest group of the companies increased
their sales by no more than 50%. There are al-
most no difference between the small and me-
dium companies here, but the groups that were
growing faster are dominated by small compa-

nies. This allows concluding that the smaller

companies that have used business consulting

services:

* less frequently reduce sales during the con-
sulting periods and one year after it,

* more often experience a relatively larger sa-
les growth than bigger companies during the
same period.

However, business consulting services are very
different, and SMEs use them in solving rather
different problems. Therefore it is important to
analyse the change of sales volume in relation to
the type of consulting service used. Table 4 sum-
marises the use of eight types of business consul-
ting services by the sample companies.

There are some patterns regarding the results
of some types of consulting services.

Feasibility studies and investment plans cle-
arly fall into the category of the most unsucces-
sful consulting, since more than half of compa-
nies that used this type of service have reduced
their sales. In the cases of sales increase, it was
slower that after using any other type of consul-
ting. A series of qualitative interviews allow to
explain this phenomenon. Feasibility studies and
investment generating projects generate “selling”
documents that have to attract financing.

Table 4: Change of sales after implementing consulting projects of various types

Change of sales after a project

Types of business consulting services Decrease Increase Increase by l;;’:“::a?

up to 50% 50.1-100% 100%
Feasibility studies 52.2 26.1 174 43
Computerised facturing systems 31.0 50.0 14.2 4.8
Engineering studies 294 35.3 23.5 11.8
Market analysis & planning 36.5 38.5 19.2 5.8
Computerised financial Information
systems 29.1 48.1 12.7 10.1
Development pl g 37.9 27.6 13.8 20.7
Reorganisation 16.7 36.1 25.0 222
Quality & certification 269 29.5 19.2 244
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However, a good quality document cannot auto-
matically guarantee a favourable attitude of
investors (or banks) and the investment itself. It
is just a pre-requisite for loan or investment,
which might never happen if financial resources
are too limited or priorities of financial institu-
tions are different. This was the most typical
reason for the failure of feasibility-studies-type con-
sulting services. Consequently, some companies
simply were unable to continue their growth
without receiving planned financial resources.

The most successful, in terms of sales genera-

tion, are restructuring and quality improvement
(quality systern implementation) consulting pro-
jects. In the case of both types of consulting ser-
vices, over 20% of SMEs more than doubled
their sales during the study period. Enterprises
that were involved in reorganisation almost al-
ways experienced at least some growth of sales
(sales decreased only in 16.7% of companies),
while 27.7% of enterprises that performed qua-
lity improvement projects did not achieve sales
increase. This can partially be explained by the
peculiarities of ISO projects. The firms that re-
ceived ISO certification did not, on average, see
their absolute performance improve, but they
did see their relative performance improve sub-
stantially, compared to their uncertified peers
(Corbett et al,, 2002).

Analysing other types of business consulting,
it is obvious that implementation of computeri-
sed manufacturing and computerised information
systems generates almost the same results in terms
of sales. Inboth cases, approximately half of com-
panies experienced amoderate (0-50%) sales inc-
rease, about 30% saw sales decrease, and only the
minority had a significant sales growth. The pos-
sible interpretation can be related with the con-
tent of these projects; typically they were not di-
rectly oriented to sales increase objectives but ra-
ther towards preciseness and accountability im-
provements inside the enterprises.
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It is rather surprising that more than one-third
of the enterprises that had been involved in mar-
ket research and strategic planning projects ex-
perienced sales decrease. By their content, these
types of business consulting are more oriented
to sales increase.

There are only very few instances when the
effect of a certain type of consulting services on
sales growth was different for small and for me-
dium companies. One of them is the most unsuc-
cessful category of feasibility studies and invest-
ment plans. Though sales decrease was
rather typical of all enterprises that used this type
of consulting, for medium-sized companies it was
noticeably bigger that for small companies (583
and 45.5%, respectively). A similar pattern was
observed in almost all types of consulting servi-
ces, L.e. small companies of the sample more of-
ten increased their sales than did medium ones.
Since this is almost independent of the type of
business consulting, it is possible to conclude that
smaller companies experience larger benefits from
any type of business consulting services than the
bigger ones in terms of sales growth.

4.2. Change of the number of
employees

After employing business consulting services, the
number of employees grew in approximately 60%
of SMEs. However, significant differences occur-
red between small (up to 50 employees) and me-
dium (50-249 employees) enterprises.

A decrease in the number of employees was
observed only in 24% of small companies, whi-
le this percentage among medium companies was
almost twice bigger (42%). Besides, about 30%
of medium-sized companies increased their
number of employees by no more than 25%, i.e.
grew only moderately. This might mean that
two-thirds of medium-sized companies used
business consulting services for increasing effi-



Table 5: Change of the ber of employees after impl ting consulting projects of various types
Change of number of employees
Types of business consulting services De Increaseupto | Increase by Increase by
crease 25% 25.1-100% more than
100%
Feasibility studies 52.2 13.0 304 43
Computerised turing sy 31.0 47.6 16.7 48
Engineering studies 47.1 23.5 23.5 59
Market analysis & planning 385 28.8 26.9 58
Computerised financial information 34.2 26.6 31.6 7.6
systems
Development planning 414 31 20.7 6.9
Reorganisation 250 16.7 47.2 11.1
Quality management & certification 269 32.1 333 7.7

ciency rather than for generating extensive
growth. A significant increase of employment
was observed mostly in small companies.

Again, employment changes depend on the
type of consulting service an enterprise has used.
As in the analysis of sales, feasibility studies and
investment plans were the most unfavourable ca-
tegories. They more often resulted in employ-
ment decrease than increase. However, employ-
ment reduction can be evaluated as a positive
outcome of business consulting, but this is cor-
rect only when consulting is targeted to increa-
sing operational efficiency. However, there is no
statistically significant relationship between the
type of consulting services and change of effi-
ciency (measured by sales-per-employee chan-
ge). There are even some controversial observa-
tions. For example, restructuring, being one of
the most efficiency-oriented types of consulting,
generated the smallest decrease of employment.
Almost the same result was achieved by quality
system implementation projects, though they al-
so often suppose some restructuring in acompa-
ny. In general, these two types of consulting ser-
vices generated the largest increase in the num-
ber of employees (Table 5).

There are many observations that can hardly
be interpreted without taking into account the
influence of some other factors. For example, a
large number of companies that had used engi-
neering consulting decreased their number of
employees. This might be related with imple-
mentation of modern technologies, but the sa-
me pattern could be expected after implementa-
tion of computerised manufacturing systems.
However, this type of consulting typically resul-
ted in a small increase of employment. Strategic
planning also often impelled SMEs to decrease
employment, while logically this type of consul-
ting is directed rather towards enterprise growth.

However, many of these seemingly not very
logical ratios become clearer in analysing small
and medium companies separately (Table 6).

Feasibility studies and investment projects re-
sulted in employment decrease for 83% of me-
dium-sized enterprises and only for 18% of small
enterprises. Typically, after this consulting pro-
ject, small companies increased their number of
employees by 100%.

Strategic planning projects resulted in employ-
ment decrease only for 20% of small-sized com-
panies and by more than half in medium-size
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Table 6: Change of the number of employees in small and medium enterprises

Change of employees
Topes osz:rl:s:smnmm"g Decrease Increase Increase by Ir':lf)rreea:l:::;v Total
up to 25% | 25.1-100% 100%
Feasibility :dr::l]] enterprises 18.2 18.2 54.5 9.1 100.0
studies url 83.4 83 83 00 100.0
enterprises
Computerised Small enterprises 36.4 40.9 13.6 9.1 100.0
manufacturing | Medium 250 550 200 0.0 100.0
systems enterprises
E . Small enterprises 429 429 142 0.0 100.0
smdies | Medium 500 100 300 100 1000
enterprises
Market analysis :dr::lll llzl;lterpnses 364 22.7 364 4.5 100.0
& planning un 400 333 20.0 6.7 100.0
enterprises
Computerised Small enterprises 23.3 20.0 40.0 16.7 100.0
financial Medium
information enterprises 409 30.6 26.5 20 1000
systems
Small enterprises 20.0 50.0 20.0 10.0 100.0
Development Medi
planning um 525 21.1 21.1 53 100.0
ente! Prises
Small enterprises 273 13.6 45.5 13.6 100.0
Reorganisation | Medium 214 214 500 72 100.0
enterprises
Quality Small enterprises 11.1 30.6 472 11.1 100.0
g & [Medi
certification enterprises 40.5 333 214 4.8 100.0
enterprises. In terms of employment increase, Conclusion

quality system implementation projects were ve-
ry successful for small companies, while almost
half of medium-sized companies after this type
consulting experienced employment decrease.
Market research and marketing planning pro-
jects, computerised information systems imple-
mentation projects also more often resulted in
employment increase for small enterprises.

Taken together, all these observations allow
to conclude that in terms of employment change
small enterprises are more responsive to the
influence of various types of business consul-
ting. However, often the same type of business
consulting generates different changes of emplo-
yment in smaller and larger SMEs.
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This analysis is rather unique in terms of the
analysed issue and of the method of analysis. The
analysis covered a rather long period and a bro-
ad range of SMEs that had used business consul-
ting services. This allowed identifying some pat-
terns and relationships in a transition economy.
However, due to the limitations of the research,
the findings are mainly of exploratory nature and
the conclusions rather indicate the patterns and
outline the directions of further research.

First, it has been confirmed that SMEs select
various business consulting services mainly ac-
cording to the type of their activity (manufactu-
ring, services, trade). There are no significant



differences in the choice by small (up to 50 em-
plyees) and medium (50-249 employees) en-
terprises, though they were expected.

Second, four rather different phases of the
recent economic development can be defined
in Lithuania. Authors related the development
of basic economic indices with the qualitative
changes in the SME sector, and differences
among various phases became even more ob-
vious.

Third, analysis shows that the phase of over-
all economic development significantly influen-
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SMULKIYJU IR VIDUTINIY IMONIJ NAUDOJAMY VERSLO KONSULTACILJY SPECIFIKA PEREI-

NAMOJO LAIKOTARPIO EKONOMIKOJE
Sigitas Urb vicins, Vy
Santrauka

Pagrindiniai ZodZiai: smulkiosios ir vidutinés jmo-
nés (SVI), verslo konsultacijos, SV] augi

Smulkaus ir vidutinio verslo svarba beveik visy
Europos $aliy ekonomikoje didZiulé tiek sukuriamos
pridétinés vertés, tiek ir jdarbinamos visuomenés da-
lies pozitriu. Tadiau visuotinai pripaZistama, kad eg-
zistuoja nemaza barjery, kurie gali stabdyti smulkiojo
ir vidutinio verslo plétra. Greta tradiciSkai analizuo-
jamy finansavimo kliii¢iy, ne maZesne jtaka daro ir
paties verslo organizavimo bei valdymo lygio didini-
mo sunkumai. Cia zymlq uakq gali daryti profeslona-
liy verslo konsull dy Verslo ke )
naudojimo problematika moksliniuose darbuose nag-

jimas Zymiai kinta. Pirmasis laikotarpis apima pirmi-
nés stabilizacijos ir pradinio ekonomikos augimo tarps-
nj, antrasis - nuosmukj, daZnai siejama su vadinamaja
Rusijos krize, trediasis — ekonomikos augimo perioda
po jo.

Pirmuoju laikotarpiu santykifkai daugiau jmoniy
rengé investicinius projektus (verslo planus), kurie
pasirodé bene neefektyviausia verslo konsultacijy rii-
3imi. Tiesa, tai negali biiti tiesiogiai siejama su Siy
konsultacijy kokybe, nes tuo metu egzistavo itin ri-
botos smulkiojo ir vidutinio verslo finansavimo gali-
mybés. Thigi net ir kokybiski investiciniai projektai
(verslo planai) galéjo nesulauktl banky paramos, o
..‘..Fm org

rinéta labai mazai. Si sritis beveik niekada
su smulkaus ir vidutinio verslo dinamika, juo labiau
- pereinamosios ekonomikos 3alyse.

Straipsnyje nagrinéjama, kaip keitési aptariamy jmo-
niy verslo konsultacijy poreikis priklausomai nuo visos
ekonomikos biiklés. Remdamiesi baziniais ekonomikos
rodikliais, autoriai skiria tris Lietuvos ekonominés rai-
dos laikotarpius, per kurios verslo konsultacijy naudo-
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kity fi y tuo metu beveik ne-
buvo. Kompmtcnzuotos apskanos ir finansiniy sis-
temy diegimas buvo daZnas per visus laikotarpius,
tadiau jo santykiné svarba tolydZio maZéjo. Kokybés
valdymo sistemy, kompiuterizuoto gamybos valdymo
sistemy diegimo bei jmoniy reorganizavimo konsulta-
cijy dalis Suoli§kai iSaugo krizés laikotarpiu. Panasiai
krizés metu padidéjo ir rinkos tyrimo bei marketingo



planavimo konsultacijy poreikis, ta¢iau iy konsulta-
cijy dalis pastaruoju laikotarpiu vél sumaZéjo. IS nag-
rinéty 8 verslo konsultacijy rasiy tik vienos risies
konsultacijy (inZineriniy) skirtingais ekonomikos rai-
dos laikotarpiais iSliko beveik pastovi. Pazymétina,
kad beveik visy konsultacijy atveju pastebéta reiks-
mingy skirtumy ir tarpusavyje lyginant smulkiasias
(iki 50 darbuotojy) jmones su vidutiniosiomis (50—
249 darbuotojai).

Straipsnyje taip pat nagrinéjama, kokia jatka jvairiy
ruiy verslo konsultacijos turi smulkiy ir vidutiniy jmo-
niy augimo rodikliy (pardavimo apimties ir darbuotojy
skai¢iaus) pokyciams. Nepaisant lygiagrecios daugelio
kity veiksniy jtakos, galima pastebéti statistiskai reiks-
mingus jvairiy konsultacijy poveikio Siems dviem ro-
dikliams skirtumus . PaZzymétina, kad kai kuriy kon-
sultacijy naudojimas visiSkai neprisidéjo prie pardavi-
mo apimties augimo. PavyzdZiui, net daugiau kaip

Jteikea 2005 m. sausio mén.

pusés investicinius projektus rengusiy jmoniy pardavi-
mo apimtis sumazéjo. Imoniy reorganizavimo ir ko-
kybés sistemy diegimo konsultacijos labiau didino par-
davimo apimti. DidZiausia smulkiy ir vidutiniy jmoniy
augima darbuotojy skaiiaus didéjimo poziiiriu lémé
imoniy reorganizavimo bei kokybés sistemy diegimo
konsultacijos, nors teoriSkai reorganizavimas gali biiti
vykdomas siekiant efektyvumo ir norint sumazinti dar-
buotojy skaiciy.

Tyrimas apima devyneriy mety laikotarpj, kurio metu
atlikti giluminiai interviu su daugiau kaip 300 verslo
konsultacijas naudojusiy smulkiyjy ir vidutiniy jmoniy
vadovais. Kiekvienos jmonés pagrindiniai dydzio ro-
dikliai buvo fiksuojami pries verslo konsultacija bei
praéjus vieneriems metams po konsultacinio projekto
pabaigos. Tokia metodika leido jvertinti jmonés dydzio
kitimo kryptj ir tempa.
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