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1 REASONS FOR USING CONSULTANTS

Before analysing the tasks and functions of consultants
let us study why businessmen ccek ‘their services. Based on my
experience and obgservation, rcasons for using consultants could be
classified briefly s follows :-—

a. Objective Recommendation

Businesomen, because they are he.vily involved,
find 1t diffienlt to do wppropriate decision making
for the wvaluution of their business and also design-
ing of improvement ,rosrumes. Therefore they seek
consultancy scervices for an objective, non-biased
opinion and recommendations on their varioug problems
and subjects,

b,  Problem Solving by a Spocialigt

To get exclusive specialists! services to advige
on problems from which the busincss has been suffering
due to the lack of sk11ll, knowlede and cxperience to
take appropri.te measures. Furthermore they find it
difficult to spere personnel to undertake special
projects at the risk of deticiencies and trouble that
may affect routine performance by the implementation
of new schemes,

Ce Educational Service

To ask the consultant, through his professional
- guidance, to develop and educate their personnel to
be able to :
1. detect the real cause ot a problem, and
ii, solve problems with acwuired skill and
knowledge,

Besides those substantial results the businessman
expect from consulting scrvices, they belicve they can get the
best service because of the consultant's practical experience
acquired through previous consulting assignments of an identical
or similar type. They also belicve that the consultant will not
disclose the client's confidential information and secrets.

Consulting service is by all means a business and
therefore, it cannot neglect the customers, 1.e. the clients,
nor ignore their request. Suck requests may be conducive to the
delineation of the functions of the consultant,

e o i
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2 FUNCTIONS OF CONSULTANTS

As mentioncd in th~ lart linc of the preceeding chapter,
the functions of . consultart should be such as ¥ mect the desire
and requiremcnt of *h~ eli. %, Acesrdingly, furictions and tasks
are gimply clussified as follows :

a. Diagnosis - to develown objective advice and

: rocormzndation

b. Technologicsil implementation - to solve the
croblem with bighly skilled and |
axperiencal experts

ce Educational - to truin and develop personnel
hrough practical implementation
of working plans.




Details of operztions and activities for carrying out
these functions, may vory according to the different type of
consultant and the n:ture of the projcct to be undertaken. For
the stages of the conultancy opcration, the following cxcerpts
from the report pron orod by the Oversens Dovelopront Inatitute
Ltd., ot Londor, 15 ront concise .nd well presentod cspecinlly
in view of tho cor e Venes o nerison g dov  loping countries!

First Stoge -~ to - xomine tho needs, the cconomic
desirability .nd the technical foasibility »f the
proposed projoct

Second S5toge - the drawing up of precise specifications
desimis nd bills of quintitics for the project

Third Stge ~ sujervision of construction

Fourth 3ty - if the client requests it, to advise
and assint in the oporation of theo completed
prOjucY

For morc details, UNIDO has given the following successive
steps in rendc.ring Integrated Congsulting Services for an
industrial projcct.c

Qe Fensibility study

b. ingincering desim and preparation of books

' of tendur for couipment

Ce Bvaluntion of bids for equipment ~nd rocommendations
d. Prepor tion of books of tonder for civil engineering

works
€o fvrluntion of bidsg of civil ¢ngineering contractors
f. Supervision of couipment, mnufictur.
e Co~ordin:tion
h, Supvrvision of civil engineoring construction
i. Supervi.ion of cquipmont croction and
connection
Je SUP L vasion or S bert-up and commissioning

k. Hiring and t-aining of staff
1. Augasvanee aover e wstablishmont and initial
operation

After studyine these well diversified steps of consulting
services, it is ovident thot onc consultant,; spucitlized in one
professional skill, « wld not take care of nll thesc stcps himsclf,

1Charles Young, "Consultarcy in Oversens Dovelopnient", Overseas
Development Instituto Ltd., London, 1353, pp. 13-14.

2Manunl on th. use of consultnnts in developing countrics, United
Nations Industrial Development Organisation, United Nations
Publication pp. 52-53.




Chorles Young1 says " Essentially, consultancy is
concerned with the provision of technical vxpertise" it follows
therefore, that theras are almost as many types nf consultants as
there ~re branches or applled scicnce.

In line with the hove mentioned consulting stegs, UNIDO
classifies the types of consulting nssistance s follows:

Desigr -4 Fngivooring Scrvices
Technolorical Soervices

Beonomic Sarvices

Munooement Scrvices

Troining Progroammes

Accordin rly we mny classify consultants as followss

ae Consulting Bnginccers

Tacy vary in different arcrs of specialisation
such «s civil, nwchenical, architeotural, chemical
and agricultur .l cnrine ring.

be Econnmic Consultants

Unlik:: rin el .l or accounting specinlists
in th. f1014 of wrnzement consultancy, these
coneul tan ts denl ovoreors 11y with waider and
proliminery o oS, age,y CCONOMLC and/or industrial
planning, iniu.trivl surveys, project or business
feasibility sta'l ., m vkt potentiality surveys, ete.

Ce Other Consultin ts

There r oLy other spocinlists who call
thems.lves Poonsnult nte', these include

Trainir: specielicts

Certifi:d Tubli~ Accountants

Lowy rs

Systum Conwmultants (computcr sales cnginoorl)

Frofcgsors

Management Commentitors, eice.

3 GENERAL DEF I ITION OF MpN)GENINT CONSULTANT

Tricre nre soveral recsons why the ~uthor tries
especially to 1 1 with this subjoct of Minamement Consultancye
~ Firstly, becruse e is . monagement consultant in hie own right,
gecondly, in spit. of the well diversifid arcas consultants
cater for 'nt the —wiotonce of Yt diff.rent types of consultants,
workirg patto rny ot proccdurcs sre not se varied. Thirdly,
and contrary te the 1.ttor, thore 18 A distinction between the
managerient congul toney protossion ~nd eny other type of consultante

1Charles Young:, ops clts, pp 13
UNIDO, op. cit., pr 3-4




Finally, the areas and fields in which management consultants
work are widening year by year. Thus sometimes we find it
difficult to draw the line between the tasks of a management
consultant and that of other consultants., e see that many
management consulting firms in advanced countries are rendering
so—called "integrated conaulting® 1,c0wordinating activities
with the diiferent types of consultants.

If mana cment i) lies plarning and control, and planning
is defined as optimum allocation of resources, materials and
manpower, perhaps the functions of management consultant may be
widened from the conventional understanding of the profession,
Actually an all-round eneral management ronsultant, with
profound knowled;re and experience, able to render integrated
consultuncy services to sny business undertaking, including
national and industrial or . anisation.; and institutions, is earerly
sought after by various clients, €.2., naetional and local
ﬂ government, trade associations, business vrganisations and

individual business enterprises. 3Decause of these facts, the
author takes it as a good excuse to start with the explanation
of management.consultant,

According to UNIDO, consultants are "professional
problem-solvers whose oxpert knowledre may cover a number of
traditional professional fields, and who are particularly
qualified to undertake an independent and unbiansed study of a
given problem and reacih a rational solution. The value of a
consultant lies in his trainins and previous experience in the
solution of related problems, and in his ability to select the
course of action, whirh, in hig expert opinion, should be
implemented".2 This clefinition may well be applied to that of
a management consultant,

By the Association of the Consulting Management Engineers
of America (ACME). one of the most authoritative management
organisations of »Hrofessional management consultants, the definition
of a management consultant is, viz.,

"An individual qualified by education, experience,
technical ability and temperament to advize or

agsist on a professional basis, in identifying,

defining and solving specific management problems

involving the organisation, planning, direction

control and operation of an enterprice. He serves

the enterprise as an impartial objective adviser

and is not an employee of its organisation",

The I.L.O. which is extending various kinds of consulting
and assistaice services throughout the world, defines consultante

;Unm, opo Cit.' pp. 52-54

UNIDO, op. cit., Foreward P. 5
3Professional Practices in Management Consulting, ACME, New York.




a8 those who can '"gzive advice and assistance .. vigit their
firms and study their individual problems on the spot", 1

Therefore accecrding to the above definitions, a
management consul tant in one who gives advice and assicts others
in managemerit pronlems of an entervrise,tatmtundertakine any
gpecific asrnipmmort by bamea1e However, ir relual tact "he ig
asked to urdertake a thorousrh investi-uiion of - firm and to
recommend major ro- arremic tion .. in gome co.es the role of
management consul tant tends to merge with that cf speciailst
consultant' .

This fact of undertaking some of the productive
assignment is scmewhat inevit-tle when o ranagement consultant
gerves very small businesses, who io not liwve or cannot affort
to spare, capable personnti to yartisipate in solving problems
Wwith modern management tochni juss Rowevir,in spite of this
the basic role o7 a managerint congultans 1o an advisory one,
and can be dividert as fnilows -

ae Jl;gi_031 _____ of onenterorice - deteoting and
i1solating Jhe real couse of problems
be  Prosentation of ieconmmendations - designing
courge nf ..otiorn frar so0lving problems
Ce Advigse and Asuiot - on the lnplementation of
' recomrietds 1o,
d. BEvalve tion cuid Zollow=nup

4 SIGNIF LCANCE OF THis MANAGEMNENT CONSULTANGY PROFESSION

The disvinction betwecn She managnnent, congultancy
profession and c¢ther giailar rrolessions, ., anrineering and
technical consultunti. g shet 1v is ot an ‘dvisory nature only,
undertaking nc produstive work. wrerces the latter's contract
promises the accomplishment of the assiznad tesk with substantial
results,

The consultant therefore, " Does not suarantee any
apecific wmount »f cost redvction or increase ‘n profit from his
effort, nor doec le accopt_an u)31ynment fee related to any cost
reductlon tloer mey rest14? (known as a contingent fee), lHowever,
he endeavour.: tu corve 1o olient sad 1o trins wbout permanen®
benefit to him. "+ tikes ‘% ag his gTimary responsihility to
guide his climtbt's person ol while issisting them in implementing

4 —

1Services ror Srill=3cale Industry, I.L.0., Geneva, pp. 57
S. Hyman, "An Introduciion to Manugencnt Consul tancy",
Heineman, London

ACME, Code of Lthics. Article 4

3




recommendations and working plans. In thig Tespect, the mere
diagnosis of an enterprise or the Presentation of a list of
recommendations is not sufficient to fulfil the pProfessgional
obligation,

5 BUSLJESS DIAGNOSTICIANS OR_XTENSION OFFICERS IN
DEVELOPING COUNTRIES

Monagement consultancy services for small businesses
in developing countri. . Are usunlly conducted, tree of charge,
by government or public ine titutes, because small businosses cannot

afford to pay the relatively cxpensive consul tancy feeg,

With o limitad tumber of these officers and a limited
budget, such institutes find it difficult to rendor thorough

consul tiny SerVices, l.e,, covering all the: consulting steps of
diagnogis, mmplementation and follow-up, Usualily they undertake
diagnosis of an enterprige spendin ; two to three days at the most,
and therefore arc sometimes referred to ag Susinegs Diagnosticians,
instead of manasement consul tant:,

One of the disadvantages of askins for free consultancy
service is that neither perty feels very obligated, Unfortunately,
it does occur that businessmen ncek consulting services for another
purpose. It may be the desire to obtain access to government
officials in order to get 4 loun, or to lend weizht to decisions
already made. Officer, rendering such consulting service do not
feel the same degree of responsibility towards the client ag a
Professional consuliant doag,

Due to the above—mentioncd reasons, consul tintg catoring
for small businesses usuilly expand theip activities beyond those
given in chupter six, The cxtent of these additional activities may
destroy the distinction between the mainagement consultancy profession
and that of the various other consultants,

As the p~obleme nf small businesses in developing
countries are not confined within the limit of managerial know-how,
but closely conncoted with economical, financial, technological
and legal aspects, consultants are obliged to take part in solving
these problems. Furthermore they cannot €scape becoming involved
very often, in acting as co~ordinator or even negotiator, to
obtain financial, technical and other aszistance from outside
organizations., In somc cases, public consultantg belong to the
organization authorised to give financial or technical .ssistance.
Under such circumstances, the primary duty of the consultant may
become that of an evaluator of enterprises lor theiyr ) '
eli' i 'ility to obtain the assistance available at his organisation
(Feasibility study),




In the newly developing countries, the scope of a
congultant's activities is more widely diversified. To quote
Mr., P. P. Shregths of the Nepal Industrial Development
Corporation, "LIDC has to undertake mure ~mterprising functions
begides its norm~l function:, nomely, financisl and technical
assintancy.!  This is bee-1sc NILC i the oroonisotion devoted
to the task ot indeteisd deyvolopment in the private gector, and
perhaps bechune of the vt thot the mujor coucorn of this
country i+ to v Luit 7l Murdinesye rather "han to re—organise
the existing inductries.

-

Ao+

On the othcr hand there are som: consultunts, catering
for the smill busineages, who do limit the scope of their
activities to come into line witi thogse of o professional
management consuliart, Dur maiinly to *he excess demand, consultants
belonging to public crganisctions usuxlly do not g2t 1nto business
problems any further thaan presenting o chegue-list type of
diagnosis report,  They oon hrdaly sparce croush time to guide the
client in implomentin: their recormendaticons,  In some cesges, a
report may ot contiin oy sibstantial recommendytions or working
plan for improviment, only n liot of the rated officirncy of
business functions and aclivities,

The extont ot the torus of reference mentioned above
may well be considered valild in view of the yreneral conditions
existing in developing countries, In some of these countries the
consultancy sorvice, or more precieely, the ndviosry service, is
extended as vart of govirnr it Lsoistance programmes and is not
always a private ceoonomicnl e Sakings,

6 TYPE_AND SCOFL OF Wilis COLGULLACY SERVICE

Qe Ditferent najpproache; by smill businesses for
solvin- problemg
Mosourzs tilas by thoeso who oo wonk s-

1. Seok lp cnd wsictince from others
ii. Golp ocacih olnee aorey Lne weakenst
. iii. Erdesvour to duvele  their own strength

b. Measurcs taken by lirer busincoses to _overcome

their problems, ~re virtusiliy the soeme as above,

1. Ak cutsile ascistarcoe, o.ge finance
tochinology  fuciliticog, nenpower,
metorials, moneperi ol knov<how, ete,

ii, fo=uper tive and goint activities for
purch sivuer, distribution, oquipment,
ubilization, wtormation, ete,

11i. Self drveioprent

1 Document No. 0=1, AFC Symposium on Top Man. gement, 1963
2 Document No. 500-3, APO Symmnos:ium on Top I'anagement, 1963



different
consider consulting services as

(category c.).
co=operntives .nd
working for catusory (b), Tl
the consulting servied
problems.

Ce Relationship be twee

It ig advisable for small businesses to utilize these
measures tactfully and efficiently,
cutside
but actually it should be used as a

Businessmen
assistince (category a.)
reans for self development

By assisting in e tting up industrial estates,
Hirilar est blishmerts, m.ny consultarnts are
‘fore, small businesses utilize
in all measures tken to solve their

n_the Consultancy Service

and other ~ids to small businesges

By virtue of the facts mentioned before, it is

quite permisaibl. to use

the term 'consultant'! in a

broader senze, when Henling with the developing

countrics,
Extension Officer, wr
activities ns undor

Thaking the ®rm os o

synonym of Advisor op

could bri:fly describe the

Different:gyjyg of Consulting Services

as -

a. Trade wise

be Industry

ce Digstrict -~
(Shopping

canter, a4s.)

Type Consulting service in the broader sense
' sometimes referred to as 'Bxtension' service
Approach | Consulting : Training r Reseurch
. i
; —_— b - —
Diagnosis i Demonstration | Aid for a
Individual . ' (Pilot Plant) | specific
i Advisory : | Project.
| Service i Scerviees for
Consulting ! inter-plant !
. training
| service ’ ’
% Model Flant % A%
! Diagnosis, ! Training plan
i - ) . |
devisory or Itinerant team
Group consulting scrvice

Marketing clinics
f L
& Training course
Seminars

Discussion group

Veeting

L
Exhibition N
! Meeting
| Radio, T.V,
Publications
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If the definition of management consultant was strictly
adhercd to, its activities would be confined to the consulting
gervices by individual aprreack, but as previously pointed out,
because of the probicms encountured by small busincsses and enter-
prises in developing countr.ci, tLe conzuitant must enlarge his
field of antivity.

W Koponn Produc bivity Centre storted consulting servicee
in 1958. The purr-cco of thie divisien is MW make an analysis, or
on-the-spot inspection of goverrnental or privete business
enterpriscs and plants thne are adt operiting well, or not operating
to full capscity  nd o eive thom proner nd necessgry suggestions
or advice for th~ beitormet of bucincs rroagenent . They
provide top mansgement with roaomacnansiong and after the scheduled
consultation pericd, ronder follow=up corvice ns requirad. This 1s
no different to the ncemi. concultecior serviee, ilowever, during
April, 1964, it also roadewd sorvic o cnoteo following i

a. Providin: “rnform tLinv 1n the form of cotalogues
or doll makors in BEarope ol Amerien

b. Bxplenttion o7 iceal monosr nent methods for
firme producinn Couvndr. oroducts and farm
aquipment

6., Gave informatior cone.ning the optimum level
of scupltul invesnimon®t ancessiry o establish
2 light metal industry e

7 RESPOLSIAILITY OF COu{SULTALNTS

In the ¢nrds of Jwitice Brandeis, a» profession is,
" An occupnticn ruguirin: o rtinsive preliminary intellcctual
training, pursuit primorily tor others and not norely oneself,
and accepting ~.5 thi riooure of nehiceremant, one's contribution
to society rither o wndividaal Tinincind rawrrd',

Boagod on ihin conngpi, protvessionsl consultants are
required, not by lcanl oblimtion but self~imposed professional
consciousnoss, not to cemmit wiprofescionnl conduct. From a
more practicil «tandpoint we have boa nllowing cxcerpt from
an ACME publication, '"Mirst, th- cli-nt r=1ics upon the
reputation of the individaal practlitionsr aa th» standard of the
profession as a whole, ~s to the qurlity and value of the services
to be reccivad.

1APO Report on Project 5/61
2AF0 Monthly Bulletin; May, 1964




The rule of caveat emptor does not apply. 3econd, the element

of choice is frequently removed. If a man is sued, hc must
secure . lawycr, if hc is sick, he must seek medical advice.
Complionce with certnin lows ond stotutes requires him to engage
the services of » professionil ~ccountnt. In such cges, the
element of choic: 1 .ardly or sentt, |

Acecording to tho British Institute of Nanagement,
unprofessional wetl. of conluct are -

as To advertise consultancy sorvices in the public
pressy excopt in the case of classified advertising
for staff

Ye To nccept, or nermit any of the ctaff to accaept,
trade comission, discount or considuration of any sort
in conncetion with the supply of goods or services to
clients

cs To hove any financial interest whatsoever in goods
or in service (other than their own), rucommend or
supply to clicnts by them or to be controlled directly
or indircctly, by a supplicr of szuch :wods

d. To cnlculatc their romuncration on any busis other
than a fixed fee ngrecd in advance (which may be on a
time basis)

e, To disclosc, or purmit to be disclosed, confidential
informatior rogurding their clients' busincss

f. To pay commisiion, or any other form of
remuner:tion, to poersons not on their stuff for the
introduction of eclicnts, or

ge To do nnything likely to low.r thc status of
Management and Industirizl Consultcncy as a profassion,

Leadine Monngement Consultoncy organizations usually
have their own Code of Bthics but they are quite similar in
concept, and guidin~ nolicy to th: above. (Refer to code of
@&hics of Central Jopan Industrics Association, Appendix).

Most of the nrticles contained in the codc of ethics
are self-explanatory, howoever I would like to enlarge on some of
the more¢ important o:.s.

As already mentioned; o munngement consultint does not
guarantec ~ny specific amount of cost reduction or increase in
profit, duec to his effort, nor does he accept an assignment fee
related to any cost reduction thot miy rceult (contingent fee).

1 Professional Practices in Munagement Consulting, ACME,
New York, 1959, pp.6




Howevcr, he still cndeavours to serve the clicnt by bringing
about benefit of a permanent nature. He should tnke it as his
primary responsibility to guide tho client's personnel while

assisting then in implomentings rocommendations and working
plans. 1n thin way, more diasmosis of a business, or the
pres . ntotion of recomirlations would not fulfill th. professional

obligntion.

Althow™ most of the wthionl consult ntg and consulting
firms usually ~dh ro *o the above code of conduceth, tiere hove
frequantly boen objestions ~nd scousttions, oo0ring consultants
who do not promisc suba*intinl rooults ro cxocusing their
incapabllity-rnd trviry to fool busilnesomen by telliing them that
the vhole rouponcihility lics on the shoulder of the executive and
not on thulr cwn.

Therc are some consultants vwho beliuzve that chorging
a contingent foo i more rouasonabl. ‘ndl i3 o reflcection of
assuming resoonsibility for their sorviceen to the elient, nd
the uscfulfiess of thiir recommendations, and some are qulte
guccessful by taking 1 policy of impl.mertntion guarantece Thus
business ~thics have boen constontly o controversi .l lssue.

An othical consultant will, and is roquired to, confine
his scopc of ctivitiss within the limit of his major function.
Ther.forc he nccepts only those casuvrenments that he is qurlified
to undertak., or can amiam quelifiod personrcl to, Beeause of
this it 1s prohibitd to wuse the client's firm ag o congultant’s
troining ground.  low.ver 1hoim argued that thig 13 too idealistic,
becnause - consulfant o guires on=the-job triining, The client's
firm is olways too treiring ground for any cypcricnend, high
calibr: consultant,

If - conmult nd ~ns an objective advisor, he would not
undert ke an assimmment where it wae evident the client's orly
purposc was to usc his nome and roputition. Often consultant
gservices arc uscd gust to gt tiuancinl assistance, technical aid,
etc., Consultunts ~ro somctimes persunded toqrepare o roport
using top ronogementie idens and plans, anil 50 become o tool to
gell oth r people's iden wnd roanove opposnition.

An ¢ thicol consulting firm will not advertise itself
in a sclf-gloifyin, or «x. ., s rotod menncr.  The appropricte media
for sales promotion i o5nil to boowriting books and/or articles
in magazines, lecturing, or brosdchstlng in cpecialized fields and
subjcets, Hovower th:re 1 some coniroversy, on this subject,
especiclly in duveloping countrics, that people will not recognise
the importance of consulting survices unless disscminated.




APPENDIX

Code of BEthics

Te We will accept only those engaguments that we are
sure of satisfying by dcap:tching qualificd persora for
effective services,

2 We will make sure that both purties, i.e., ourselves
and the client, will clenrly define and definitely understand
the objective, scope :nd fees to be charged before the commence-
ment of the engirement.

3, We will not undertake nn engagement under any of the
conditions listcd below -

() With n client who is . competitor of one

of our present zlients

(b) With a clicnt with whom ~nother consultant

is currently «ngoged

(¢) Under o condition where v renlize that

objectivity =nd intcgority of our work will not be

maintrinced oocausc,
is the client i seeking the use of our name
and rceput tion for other purposes :wnd is not
duly interisted in the consultation service
itself
ii, the client has nn intertion of taking
advantage of the fact of this engegement for such
purposcs ns horrowing money, getting customers
orders, «tc.

iii. the cnoagement is initioted by o third
person, such s o banker, for his specinl
interests; and it is clear that our frecdom
of independent work is c¢ndangered.

4. We will not disclose nny business information, but keep
it as confidentinl.,

Se We will not use the clienti's business as a training
ground for our staff,

6o We will render scrvices speeinlly designed for each
client, so that he will receive permanent bencfite

T e will not violnte the ..uthority of tlie top management
of the client, nor take over his task,

8. lic will not approach any employee of o client for
his employment outside the firm.
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APPENDIX

Code of Conduct

We will not appro.ch ~ consultant of another
firm with the intention of employing him, and
will alw~ys tnke frir action with the employer
in case the initittive ig to.ken by an individual
who wishes to join us.

We will not criticisc or speak 11l of othor
oonsultants, or interfire with their work.

We will not advertisc our firm in o sclf-glorifying
and cxaggerated manner.

We will not ot any compensation from outside by
extending :trvices other than consulting, to the
clicnt .

We will refroin from projucts which require the
services of outside openciecs or persons not
under our tull control, and will not seccurc

re8signments on ~ commission, porcentage or contingent

foe basgis.
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