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TRAINING  OF _ CONSULTANTS

. "Consultonts ~re like bees who fly from
' enterprise to enterprise, :ollcct everywhere
the best in experience ond then in turn
present this as their own honey"
- Parkinson

CHAPTER I:

General Observations

A leading businessman once said at o Seminar organized
by the Munagemont Congultunts Association of India, in March
1966: "When e eny.ge o consultant for a particular Jjob, we
expect him not only to know thit job thorouglly, but to have had
considerable expericnce in it, so that his advice 1s rooted in
real experience and not in theoreticnl senerclisations, I think
this is the first cause why business minagerent hero fights shy
of the professionsl eonsult-nt',

Another le.ding busiressmun said, "Gcuerally when a
management selects n consultant, it is Jor his expertise and
also for thc freshness of approach that he might bring to bear
upon the study of . problem. For any counsultant to be of real
usefulness to . organiz:tion, it in wmperative to cstablish an
intimate contact with the culture of the plcce.  Consultants
have to be ~bre.st of the times, well informed, well staffed
and truly service-bler,

These wviom xpreszad by two of the 1 rge users of
consultancy services in India, give n clue to the expcctations
of clients from th: Consultonts and also to their training needs.

Consultancy 1s o product of increased cconomic activity
in any country, which implies incre~se in the size of organ-—
isations, a larre number -nd variety of operntions, complexities
of decision making, growing competition =nd high stakes.

In developing countries, cconomic activity begins with a
very low base. Competition ig virtually absent; strenuous
effort «t high ¢fficiency in sll ~recs is not called for. Hence
the need for outside consultants is scldom felte There are few




experts,

and no attrcction for any of them to cstablish a consule-

tancy practice of their own.

With the increase in the tempo of industrialisation ~nd

other types of cconomic activity the need for consultants begins

to be felt. 3ince indizenous cxpertise ore not av~ilable, the

first-comcrs in th. £i.ld or.ousu.lly from developed countries. |

The Torci,. consulicnts arc generally gell trained but

the handicnp w~ith then is the lack of familiarity with the locel

cultur

politic:1l 'nd cconomic environment, socizl milicu snd

the extent of the wwarceness of scnilor manag ments about modern
trends in monogement thought and techniques.

The indigenous consultants are, on thu othor hand,

generzlly fresh in the ficld. In their cose the need for
training is paramount.

CHAPTIR II:

Infra~structure for the Growth of Consultancy

Developrent of o suitnble infra-structure is essential

for the zrowth of consulting profession in ~ny country. The
futurc consulting sprcl lints come mostly out of thc developmdnt
of the various clements constituting the infra~structurc. Some
of the important cloments ore .o follows -

1.

Industrini growth with nor: -nd more Profcssionalisation
in Monogement

Thosc who oty in industry for o numb.m of yoors acquire
long and varl G ¢XpoTlences They m.y hi ve retired, or
are noir rotiroaent or perheps in their late thirtics
or fortivs ~nd ..r¢ resticas for mn independent cnrcer.
Some wen . o entor the consulting protession becwuse
they consider themaclves it for it, However,

education wnd exporicnce tlone arc rot sufficient as is
evident from the [ollouing, (crae Lo 1)

Case lo. 1

Thirty-cizht year old Mr. Mehtc, working

for ten yeurs in on snginccoring concern

in Indi~, had reiched the position of
Production Manager in 1)63. 1ic hid obtained
a first class de rrec in Mechanicenl
Engincurins in 1956 ~nd had joined that

Y
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Company soon after. In 1966 he was
superceded by a younger man whose
father was one of the Directors of
the Compony.

In a huff Mr. Mchtn sent in his

resignation ~nd much to his surprise

and regret, it was nccepted 'nd he was

relicved forthwithe fic tr1 ¢ for four and

a holf months for ~rothcr suit-ble job,
commengsur~te with hin rhition, but did

not find on:.  Moinwhile one compiny made

him an offer it bve would toko up n

asgsignment with them s -~ Consulu .t on
"Production F1 inning nd Control" for a

period of throo months. Tie reruncration
offered wis the sime 25 his provioua job,

If he satisfied the Monngroment with his

work o oeonsultint, th y would consider
appointing hiim to the pdrmanent position

of Froduction 'nd Plannings Mn.ger, After
remaining uncmployed tor four wnd 2 holf months
he decided to accept the affer cven though in
the pnst he was alwiys = shop-floor man and was
never dircctly involved in planning production.

Mr. Mchta was on intelligent -nd cxperienced man
yet he could not s..tisfy tho cliont nd
prospective cmploycr, His reports 1:.cked proper
and adequate dat~ to support his conclusions and
rccommend.tions. Ho could marshall properly
whatover frets he had gnthered and he argued
vehemently with the production mancger and others
on e¢rch ond c¢viry point, nover nccepting defent
and thus antagonising them, However, he did not
realise his own drawbi.cks :nd blamed others for
not :ccepting his "'wondcrful" suggestions,

Cbviously Mr. @.hto could not -ct thce job
offured, und in *he absince of o job he decided
to continuc consultincy. i went from Comprny
to Compony .nd sceured ¢ fow ssignments. His
fces hnd to be very low as he whs in no position
to quote high cnough fees. He sturted taking
assignments in whatever ron they wore required
although he himself lacked the oxpert kncwledge
in 2ll these arens, e.5., he undortook to
develop a ort/CPV¥ network on A new project. He
had never 1harned the technique in the past
beyond heariiag the term now and then in some
lecture meetings.




He read some books but that was not adequate to
do a satisfactory job of the assignment. He is
still struggzling to become a good and successful
consultant.

The experience thercfore, lis to bo of the right type
which implics the following:—

(a)

(v)

()

‘3.

The person must hove occupi .l n frirly senior
position for o reusoncble length of time.

The orgrnization in which he hos yiorkcd should
be proiressive, -nd should hwre used
consultancy scrvices ar/or developed their own
cell for man~gement scrvic s in workstudy,
operntion:l rescurch, budgetory controls, etc.
with sound m.n~gement policics and smooth

and happy industrial relntlons.

The progressive measurcs chould have beon

reflected in high profitability of the
org nizntion,

Forciym Collubor:tions in Industries

Wher. for.isn coll-bor:tion h's boun secured,

the orgnniz.tion s the buncfid of th. knowledge
and cxperiomeo of tue coll porating firms of
advanced countriss who brin: their t::chnological
and in somc ~nses mona unent o xpertioe to hoelp
the loecl peoploe. r. such ~nsoe the locel poople
arce likely to got . 7ond kriowl .z nd oxperience
of th. digeciplin g th y vorx in ail may devoelop
gpeci~lised skille., Some of thom could bocome
consult rits on tho1r own i course off tlme.

Growth or Fducrtion 1 nd Tr aring lnstitutions

Institut.o ol Yceehnolosy nd Vn pgurient,
Mancgement wings 1n Lulve rsitles, Inatitutes
gpecinlising in troinin ;) in bohrviourtl sclences
otc, are potuntil sourc.s of future co sulting
specinlists.

In all developing countrics the nced for a formal
cducation in Min~ooment .t post—graduate lovel,
hag bocn rosogmised nd ~ numbor of Institutes

of Manrgement, Universitices and Colloges have
gtart.d full time or port time degree or diploma
coursess




6.

Members of the teaching faculties in such
institutions are often allowed a limited amount
of private consultancy.

Some of cuch teachers are potential full time
consultants itliose who have not done part-time
consultancy but have otherwise teaching experience
of 8 to 1) vears alss like to become consultants
in the field of ‘their specinlization  They have
the theoretical knowledge »t the principles and
technigues 1nvnlved qany of them ma,, however,
lack evperience ot 'shop—iloor' and may not
thereforc, bhe “"practical 1n their upproach

Growth of Ucientitic und Technological Lesearch

Researthiste workings in solentific and technolo-
gical research lnetitutions and laboratories for
about 6 to [ years develop specialization They
have a keen, wnulyticel mind whicn ig very
essential for consultanc, practice. DNot many
consultants have however, come from this source.
Here again, touch with the practical side is
lacking in such pers'ne. There is a danger of
their becomings utopians und perfectionists which
is not very much commendable in the case of
consultants who sihould be "down to earth'" and
pragmatic in approach

Gro-th of the Manegement Movement

Management associations, Government-sponsored
productivity councils and centres or institutions
like the Small Ccale Indus'ries Service Institute
in India, offer consuliancy services with the
assistance of whole-time employees who get a
good erperience and are likely to turn out gnod
consultants if they choose the profession after
a few years of such e>perience.

Technical and Tducational aides from developed

countries, U N 0., I.1L.0., {oundations etc.

£ mumber of persons get opportunities under such
aids to get good training 1.cally and abroad

which is likely in many cases to equip them with
specialized knowledge of their functional areas.




1.

Orowth of Consulting Services

The Consulting Organizations are gonod training
grounds 1or tuture conrulting specialists. But
even in the established consulting firms training
of juniors is often over-looked and many of them
are asked straightway to handle assignments
almost by themselves Thig sometlaes recults in
spoiling the good name of the consultants. The
following case illusirates thig point

Case No. 2

An engineering and steel manufacturing
company in Indiw named IS Company",

was approached in 148 by the Director
of an established oonouliing firm. Let
us call hjw v Lnith He wne able to
sell to the chiel Svecutbive of U0
Company hir ideas ond o rairly long

terir assirnmen: cas sivern to MroSmith's
firm. A jurnaor, Mr Jen, was deputed

at the fact-ry -t 1L nmpuany The
Company's ¢ =culivee were, however, very
criticul ol thi recormendations which
according tr the: were merely theoretical
and lacked prusmatic approach

I, Sen wan Lopaloive and often of fended
the senior tochniciang und olher
erxecutives of the company during
arguments which at tiies became heated.
This created 2 serinus problem of getting
accepltance ot the recommendations by
the Comrpary toechniciane and other
recutives and therefore, of i1mplementing
the recor Pr Simith as well as the
Chic{ Jrecutive ot 1S Compin had each
an addi:sionai proulem of industrial
relations on their hands  Jventually
IIr Zen had to he withdrawn from the
assisnient Je owas then given training
on the job fle hod 1o accompany a
genior cnnsultant and work along with
him. In a few month he improved
congiderably




CHAPTER III.

Training Needs

Though all the above sources are likely to

provide future consulting specialists most ~f them would
not provide rcadymade, full-fledgmed speciluliste capable of
making successful consultants forthwith. They will have
to obtaln some training or other if they werc to justaify
themeelves as consultanis.  Tor this purpnse 1t is
necessary (o understund vhat iz involved in becomng a
consultant

8.
(a)

(v)

Definition of Congulteant

A consultant has been defined as nn individual
outside 'he alient's repular arganization,
engaged on the bacis »f his speciclized
knowledse and erpericnce, to act as an wdvigor
on technicul econimic Ar manugerial problems, or
to take responsibility tor action programmes of
those lypes

Another definition of consultant furnished by the
Americun Associutinn of Consulting fHanagement
Engineers, New York says " A nanagement consultant
is an individual who is fualitied by his education,
experience, technical ability and temperament to
advise or aseis! on a professionsl basig the
management of wn orpunized activity in identifying,
definirng and soiving specific managctaent problems
which 1nvolve the programming, organization,
management and control ot the organization itgelf.
The management consultant scrves the organlization
he works for uas n objective and impartial

advigor and not us o member of the organization'

Qualitications 20 & Uonsultant

The two definitions siven above indicat: the
qualifications »f a consultant

Dr. Lawrence . Buse, in his vualuable paper on
"The use »f Consultunts in Developing Countries”
written for UNIDO, in 1966 said, " A highly
important cqualification of = guccessful consultant
is his self-confidence in his competence to make
Judgemenis as to what will or will not be a
satisfactory solution in a given situation. This
ability to judge fuocibility is based on his
personal experience in previous handling of




related problems during the course of his career.
... lis recommendctions may not be the only

feasible course of action, it may not be the ideal

golution, hut it can be accepted as one that will
be practical and can be put into operation with
assurance of an acceptable degrec »f cuccess.
He thus provides his client with the basis for
better decision muking".

1t is not cnoush that a consultant hac the selfl-
(&)

confidence in his competence to make ;;00d
judgements he should aleo have the skill of
convincing his clients that his judgements are

& uag
judgements of the clients thermselves and that
they are nr.ctical

It is also necescary thot a consultant genorates
a fresh appronch, new ideas, on the client's
problems  The following case will illustrate
this point.

ggge No. 3

“Jaybe Co." hal just been floated. Tt
employed Consultants to advice on its
over-all top management structure with
job descriptinng for cach position.

It was an-<i1ous to achieve the utmoct
in adrinistrative oftiniency right fron
the start [ detoiled ~uestionnaire
was scent to the top mancgement of the
Company and their vicwrs and ideag wewe
agcert~incid.

The consuliants spent many months with
the ofiicers »{ th- Company, ..nd the

finzl report produced by the consultants

was nothing, hut o compendium of Jhe
views vupressed uy the Corpany's own
management Of course, the repor woe
presented in crielleni lanzuege and
conceptual terss, bul ot did not
contalr ¢ w«ingle rew ider,  This
example will tllustrate the poirt, waau
Indian wenaserrn perhops 4o not hove
sufficicnt contridence in consultontis
because they feel that consultants do
not always have o vasically new
approaci to the problem, but bend over
backwards to please their client and
become o mere mouth-piece of Cenior
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Management. There is no substitute
for thc independent, impartial, fresh
view point fre: from 111 personal
interest, intcrnal loyaltics, company
trudition, or pracoaceptisn fhe
congultint rnust be orrloa, cnough to
tell ceven tp mangcmeni o f necessary,
that 1t ic they whe epovls et
achool firet, belre thoge ander thelir
commarei. In it {hig dappened in
One aTroup Hf COnpranies soorr years 480,
and the Choiror did ot boritate 4o
adirit thot t oo nansecmert shoald be
the firet tH ;) boew (o schyil.  This
fearl sencar nd v tivity re part
of the prof sci ncl othics whish need
to be deve loped by consultants, and
in this rcoroet they et regard thelr
profession s no dif ciint from the
dthere o0 wedicine, Law, nnd aceount-
ancy {srtagted rror o talk by A
&mnmmmm“mshmmnmﬂ

It ig clecar fron ihe Foregons thaet the
qualifications f o consultent are more or less
similar to thosc recuircd fop o sod manager.
The maneser, however, hag responalibility as
well o cuthorit b iaplement his ideas whercas
he consultant b onl, responsibility to Tive
ideas but n. cwthrity o implemernit them  This
culls for oo litile more shill thon required by
a manager Quite oiten the clients cven make
it a condition o the assiynment that the
consultont would teplement his reeosmendsations.
They &> ot rive fngoautiority to him onor any
firm acsurance ot their full support to him

It is thus « tricly j b the consultant ig
required to do it very often 1t s like per—
formin; on Indian ‘wpe=Trick vhich only a very
skillful "magician can periorm

No wonder therefore, the qualifications pres-
cribed for a counsultarnt by various writers,
make a formidable list. They are listed in
the following Chart.
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Though it is rot possible for any individual
to have all the qualifications listed above
(unlces we are 1osking far en omni-scient
supcrman), some of the basic qualificatione
wught to be cequired by every consultant by
training and cdocetion.

CRAPTRL TV

Types of Training

ducation and training ccn be of the following
types:

(a) Institutional Treinin: UUniversities,
Tnstitutus . Manarement ior Technnlogy,
Productivity Counecileg op Contres, Manaccment
associationg, odminictrative Gtod Colleres,
Consultarte  soociatiomg, Institutes oF
Sonsultinc: .l Devel ped Tuniries are somc
2f Lthe princiial insti'utiong which provide
trainin: tfor oo ltonts,

(b) Individucl Jroining::  n iodividusl ewn acquire
training [or hims. 1f by oworkings ia progresgsive
industiry or Msin.coes where concultancy
services ure uscd or puch servieo: have been
crganiued Jepartrentelly o oa permanent bagis
He cun ole -t the training, Ly working with
a reputed zonsaltent  He may also et the
training by vorking s part—time consultant
while encagcd in a tenching job with any of the

A Institutions wontioned above

10, Universitice ond oher Tcaching: Institutions

(C) In view o the increosing importance of
consultancy, the world over, « strong feeling
18 growing that teachin: institutions should
revise thelr curricule and include fundamental
subjects like humanities, behavioural sciences,
group—dynemics, bpaych:logy #tc., in the degrec-
course: and thet there should be post—rraduate
Courscs wleo {or specializatisn in "Congule
tancy'. Souce of the Universities in Indic
have intrsduced "Mansrement Win;ss” which can
consider this propositisn.

(v) By and larsc, however, Universitics are not go
willing to depart from their traditional
approach and it is felt that the new ideas be




11.

12.

13.

(0)

(v)

beat tried in new institutions which have been
establishcd or are being established to teach
manacement subjccts cxclusively. They could
alsn »reganize short term crurses, refresher
coursca ond scminars for thoscensaged in the
consul tins priicesion

Monagsoment Agccciabiong, Productivity Centres,
Adminictrative Stal Oolle s

and the like aoy oio. iacluue tralning
prosremae:, (elorh courses,; seminars, warkshops
etc.) for rr.ooticinge eorcultants in their
trainin:, setivition Thay would stlimalate
ugeful diccursiong, contribvute new ldens,
increase tho body »f knowicdpe and thus assist
in 2 healthy growth »f the prefession,

Consultant's fuzosi: tions

[

arc heins cn'akitchel in developing countries
for sclfi=nhci;. .. vnn nold group discussions
For ¢:chensins e, serinars and courscs for
their membors (. cement Consultante
Association in ladis hns been organising such
activitice wiich trneiale discussions @lso with
Trade Union Liedcrs, leading businceomen and
public ocuel-r uroeatives Thesc «discussioma
gerve ~o itroining for Uonsultants in that they
learn {arei-hand whet others hink of them
anag orpect 11 therm and the arens in which
they should lmprow

Training :acilitics: 1or Consultants in
Developin: Countrics

Thesc are proviied by developed countries also.
Sowre time back Prance olicred tralning
agsistnnce to Indic 4 fow P'rench gpecilelists
were scnt b0 Tndia who sclected o batch of
about 20 progpective congultinte and trained
thom in Incin fapoooneri o of about 8 weeks
They then piciked up about four cundidates from
the batch and ool tierm ' France tor further
intencive troipine in Oomosultancy.  They are
nov boer o in o ivll. "¢ rrogranme was offered
to Government i Inctia who nomincted National
Productivily Council »f 1ndin to process 1%,

U.5. A, Colombo Plon countrics and a fow
nthers alsy -{ler troining; facilities to
developing couniriecs either by sendins expertise




14.
(f)
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to those countries or taking trainees abroad. |
But almost all such prigrammes are in manage- |
ment subjects and hordly ony specifically

for concultants  Since consultent-trainin:

en spread the manc~ement rovemert faster

throush the multiplyirne: ofrect of oonsultunts

over wider archa, it ig pertinent to cumeest

thot building up A rei=w vh o well-trained
consultants ir devel.pine: ¢ountrics should

be considered s « 8 .und ald=prosrarnme nnd

stratcgy by developine countrien and by ULN.O.

itscif.

Some schoosls and Univercitics hove worked

Jut both ordinary wnd advanced pro.-rammes which
provide {r panag . moni S, internships in
industry, ‘'he sty o cgses an rracticil
problens, oo Jnc dnterestin crocramme was
developod ioin

{
in Brasil gt

LYoy ww dniversity o0 Cenra

M Brivernrity i Caliyenia ot
. Fivga N . : . . " N
Los—rnclos LAY (0 0 tinitod Otates A
Grow. o twenty Bracil can ana DL mads male

spent tireo woalhs in gt aorth-cast
devel 'pment arca in o ornneetiog Lth the UCLA
courses The proup wee divided int . gmall
teams comprisiv: nitionis f hoth countrices,
which be;ron by inlerviewine |oen) fonsumers,
farmere and busincssmern in order t . ascertain
what the local pporbtunitics were and then
to plan industrics ns the plans matured,
Bupport was solicited from the developiment
bark ond from local ircsesiors weveral
busincsece have Wwready been established and
the proaps srained o melderable rractical
experience

(Ref." Manual n “he wen o Consvltants in
Developing Countrics hy UNTIn).

Tnetitute o1 Gonsultuncy

A Committoc hendes My o momber of the Planning
Commiscion was oppointed by thce Government of
India in 136 ¢ 15, down the ;uldelines for
developing: sonsultorey cervicos in the future.
Its draft reprt has boen completed recently.
One of the s sestiong reparted to have boeen
made by the Tomniitee is the cstablishment of
an Institotion o) Congulting: Engincers,
recornized by lew Tt would probubly be on
the same lincs ng the Institution of ungineers,
Institutin of Inducirial nirinecrs, etc.
Those Tastitutiong are not tecaching bodies but
recc micirgt b.dice
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What is in fact neccdec is an Institute of
Consultancy on thc lines of the Institute of
Chartercd Accountants where accountancy
graduates are required te serve recopnized
firms of C.a 's for a mininum period of "ive
years oni. arc periodically oinmined in between
and Tinally, by the Institutc The diploma
of C.i. is gJiven 9 the guccessiul candidates
who are then considered eligible for practicing
independently s Co0's i candidates are
given n stipend by the firms with whom they
worl: and lcarn.

The :bove would apply to new-comers Those who
qualify 1or practicing, would he oxcrpt from it
cxcept that 1 they aloo want a diploma from
the Institutc of Consultancy they may be given
exemption fror onc or o evaminations, out of
a total of three, d¢openiing apon the period
gpent carlier in induetry xd, or consultancy
firme and the —roficiency chown in the test
which may be -iven ol the tine 21 adaminsion.

Guch o traininc prosraome by recognized
Consultants would be baged upon @ reavymized
curriculam whivin should include partly practical
training (say ohoul 75 ZO9F the total hours)

and partly thuoreticn! class roon lectures,
semin: s, workenop sovoioms cte  (sey aboud

30§ o the totad Hours ).

Individicot Trolrin:

Industrinl or Dusincss Pxperience . The academic
knowled v w9 anouired ought 1o be supplemented
by expericnse ) wirking in industry or busincss.
Such v r ricnce ac liseusseld carlicr should be
in o riqht environnent and of the right type.
Mhic ould inere.s.e Ric sklll in ldent yinge
problume, tesling his acadomia tnowledine by
applyins it Lo solvinee town ant thus he would
learn more and mote Cin sowe cases, aluo unlearn
gome of ‘he thin ) Thir would increasc his
golf-contidenc  anoookinr eoood jadmemente

The len~th of = 1ok csn orience woulid vary from
person Lo rorse. Jose nodne upon what
institutional troirn o he has alrewdy mooulred.

Consultancy 7 rpsriero.  The crpuricnce scquired

by working s in ondueiiy, business cte ; should
be further supplerentod by some trainin~ nnd
erpericnce in a o consultancy or~anization

:
1
P
3




or with a renutcd consultant. For training
acquired while doins the job of consultancy

no hetter substitute has Yet been found. Such
arperience is necessary to acquire skills and
attitules speeially necded by & consultant over
and above managmericl skills.

CHAPTEW V

Professionalization »f Consultancy Profossion

L profeszion which ie orpanized on sound lines ig
recognized in the cormunity vith o particular respect
like the profoseion of medicine, sur;ory, law,
acccuntancy e,

Ur-'ortunately the profussicu Of Consultancy has not
attained that status in ceveloping countrics.

This problem is acute owven in developins countries,
Whilc advoceling o National feadeny ot Tana coment
Consultante, an article in Tana,ement Consultant”
(1967 serive Horenber 1) ototes e snder 'Tanagement
Counscl has posica ite perioedd U dovelupment and is
approachin, {uli raturt.y in national and international
BCIVICU it i Lispovtont ool b nmanasers in North
America Mut thoece whis sractice 10 cre not >ryanived
or well rermilatod dheree iry at prosont, no means
avalloble to jrovont the read; wntry i individualsg

or {irms with littl. ,p 1, tralnine, chpcricnce, or
ability into the pract oo 1 ke, ement coungel.

Anyone io frec bt ooresent tooos ) bimsc !t o “management
consultun: © and 4 sock an’ cepve elicnts, and there 1is
no pablicly acceptabl. menny by whilch olicnty can
determin, tne compotent, c'hicul pretictioners in the
ficlde  ivnowhe ol leust nine assoclationg of

mana, vment consaltunts acd Looal Jroaps cf Cleag and
indivie ucle ¢ i50 in et sterica, st consultents
still Jd: n ¢ velong to an .evociztion or socizty in
their own vieldd “his "o cause Oor erove concern. g
nmuaber )i v oand Pirms, thoughi thcy perforr a sinilar
functizn, . orot comstitute o ~rafessiopn 1T they remain
apart vithour conmnication. rrotussiosn can only

be soid ' ¢ oigt ang le recoymiced 2 sush when there
arc Londs botucen the practivioncrs, and the honds can
take but one chape - that ot . ormal wogoclation  Ls
long: ws s many remain outgide the orpanized ranks,

the structurc of ranascment consulting is not sound

tor the long future. ™




"L mass of consulting firme and individual practitionors
workin, in isolation - without plans for cstablishing
co=-operative c¢fiort, common objectives, recopmized
standards of ethical conduct, ard machinery for self-
discipline, without ready means for ¢xchange of infor-
mation ~nd ideas amon” themseives, Of cowmmanicating

as a greup with the public faeilitics for rescarch,

or recuymized ways of trairing inuividuals in e
proccss of consulting and in assessing their competence
can nuver Comhicad recognition as a rrotension fithout
efiective nryanization and publicly cecantable
professional olandards, manarement congnlting will
remnin in conpetitive husiness rractlsed by o wide
variety >/ consultaniy veryin- widely; in ccmpetence,
interrity, and objectivity, and lackins: clcar identifi-
cation, respect, or eonfiderce in the public mind "

The conculiarte of dorth faerice have recornived this
problem and huve acoepted the challume to o ~nstruct,
epgteblish and meintain their own ace untabillty to
socicty by launchir- w lorrc=scale, ¢ mprehensive
actim-prosramme desioned tH wocclerate the professional
developrent »f wanagemert o oneuliancy in W rti america.
A lomg=rance planning Lommnittos composed f & number
of well known conior aongultornts ant oicht Committecs
nencd 1+ Consultante rror b Tive asecciiotions and
gocicetics love beon congiituted o cover *he various
aspecls Of the rorrame

Fror the [ resoin: il may be aheerved that there are
certain r e-rcquicites tHOr oranizinge the prolcssion

on sound lincs  They wre enumcrated hereunder.
(a.) Body of Krowlcdre: bomad armount of literature

should bhe avaiinable Tor teaching the funuumentals
of the profession anud constant rcscarch should
be ¢-oin, onoto devolep the body 1 rnowledre
contained 1n the 1iterature

(b) Teachin - !ngtitatoon . Geeurmiced institutions
3T teachin- zhoul ' he there to teach and train
somputent oopie o practise the pr>fession.

(o) Professional iss.ocintion

i) Ther: sho.l! b professional assoclations
establisied on round lines 9 suleguard
the members! inwercst as well as 1O develop
the kniwiled, v, ciills and character »f the
members. Thoe Associations should see that
persons who are not competent 1o practise

¥
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the profession arc debarred from becoming
members. Thc Associations should also
have a Code of Tthice to be observed by
their members

The stepe taken by Management Consultants
Associction (MCA), London provide that on
joininy; the staf( o1 4 rember firm of the
MC: che new contrant would reccive o
thorou~h trainin: in the essontial
princirles f modern manacement.  In
addition he ccoquircs oviensive cupericnce
in the practicoel ficld of o consultant's
work.  He is attached in turn to cach of
scveral consultants, or assi,nment with
clicnts in various industrics, to fit

him to mect the toehnical problems with
which his werk will be concorned, and to
learn the concultant's approach  During
this period he alo) receives further
theorctical trrining, and when passcd ag
proficient raductis t) the level »f
working under o SUpeTVISOr 'n his own
agsignment.  Altbouch the need tor
suitable rceruits is sreater than the
supply, s nly those who meet the
necessarly hish standards are accepted.
For these a rewordin s carcer ie ypen
financially attractive from the start and
becoming prosrecsively more so. It is a
carcer with ¢.ceptional opportunities for
promotion and above all a life of
satisfyin- ond constructive work

Ontario management consultants have become
the first in the world to introduce
written craminations as a requirement for
admission t» their institutc.

Purpose of the now regl ations, drawn up
by the Institutes of lManagement Consultants
of Ontario, is t» provide a means of
assessing the qualifications of management
cousultants and to raise the cthical
standards of the profession.

"Management Consulting has alwuys becn,
and still is, an open protession in which
anyone can sct himself up as a consultant",
P.J. Taylor the newly clected president

of the Institutc, explained, "But wc hope
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v)

vi)

that the examination policy will make it '
easier for the prospective client to
identify competun* manarement congultants'.

Members of the Institute are permitted to
use the lotters MINC (Member of the
Tnatitute of ilanorement Congulto 1s) after
their names. This desiynetisn ldentifies
qualificl Canadian Consultants who nave
worked ¢ tensively .n Canada wnd ore
familior viti ito husiness practlces, its
political ayetem, 1ts lawe, traditions,
problems ana agpirallone

The first .rarinatisns or the Ontario
Institute ~re tuntatively setl for mid-
November znid will include a threc—hour
general papcl on the practice of Monagement
Consultin: and all of its speciolties,

plus a four hour paper on the applicant's

own gpecialiiy’.

(From: Tidustricl Canada,November 1J68).

The naticnal Associations of Conculting
firms in the various countries cre united
together in o Durspean Assoclation HEDAT 3]
(Federatisn Turopéenne des Associations

de Conmscils urn orranisation) which fosters
the turther acousdintance i the profession
and the =dvoncement of the quality ot the
profeosionnt work.  Jbout 000 nanascement
consultants rre aseociated wilth FUACY.

In 1960 gome oi the major consulting firms
formed n sasociation ealled the

Atssociation tra Societd ¢ Studi di Consulenza
Ormani~retiva | osociatinn of Mhnwment
Conpulting "irw ond ofllees) oy the aim

of encour..-ire the irainine anc iormation

of consultart. anc tostering better
srmanizationel tochniencs in italy. This
Lesocic i ior (U060} is a member of the

above men oned 2TL0U.

/ . :
{From- Luceesen, December 1761)

Professional iocietics, journals, mectings
and seminars provide a truitful means for the
axchange »t 1deus and information Al

thesce are necogsary i the nwractiiioner is

to keep chbreast o7F change and increase his
profesgional clilitiecs They zlgu provide




the satisfaction and inspiration that come
from inter-professional discussion. The
long-ranse benefit to be Jdewived from such
an environient is the development of a more
competent and betrer informed consulting
profesgsion

(4) Standards ~f Tersonal Quelifications or
Bligibility  In the sbsence f the standards
it would be difiicult to rc.ulate admissions to
the profesgi nal bodics or lcademy or Institute,
on sound iines Tt is thercfore necessary to
develop the standards

(O) Leral Provigiong

i) vome penple advocate rcccurse to Legal
Provisions to give protection to the
protession, by prescribing certain minimum
requirements for practising

- ii) Sugeestions .ave tcen made to the Committee
‘ on Consultuncy appointed by the Planning

Commission of India, that consultants
should be¢ issucd licences by the Government
for practising the protfession in the same
way as is the case in the profcssions of |
medicine znd law. It is, however, debatable |
whether such o step would be in the intcrests |
of the consultancy profession and whether
voluntary cfiorts would not be hetter.

_ 111) In other countrics also professional
. : _ licensing is considercd to be of doubtful
“ efficacy "This method may =ometimes

be uscd to ensure minimum standards of
competence  But ligensing cean best perform
such a function when the attribute to be
reagured is knowlecdce rather than
personality, motivation, judgement, or even
skill in application.

The practice »f licensing is also advucated
because it confers a ccrtain amount of
) prestic: and status, though this is less
- - desirablz. Unfortunately, licensing often
' guarantees a semi-monopoly to existing
proctitioners in a country and restricts
the access to the profession. Since the
) _ problem is t» increasc, rather than
. ' ' diminish, thc¢ supply of engineers, manage-
ment advisers, technologists and so forth,
such restrictive licensing should be avoided".
(From: lanual of UNDIO).




CHAPTER VI

Role of Consultants and fction Prngrémme

16.

17.

The VManoeement Gap

Developin,s countrice have been frantically
tryin~ t» crost physical resources and
facilifics on the one hand and to produce
educate ! pureone throwsh focconinge institutions
on the »ther and ot the desirel economic
progress i¢ Joluding them.  The reason is that
there is a wide gup teiveon edusntiion and its
application ' p the Hptimum use o resources.
This gop 1= the Tlhngoemnent Gop The difference

sbetween developed, develyoiny and undeve loped

countries 1g the Jdifivrence in the width of
the cap in tne different countrics. educing
this gaep is therefre the moin task for
the develorings ond undeveloped countries.

"The twenticth ~entury will be the century of
manacement™ ic nst oo mere prediction, but a
reality. Jumes Knowles, Exccutive Director,
Joint Economic Commitlee of Congress of the
United States ea1d thet the most important
factor cmtrollinge the path tn 1470 is the
guality of manascment, which is of supreme
importunc.: ', the stability and growth of our
econonmy .

"Managers" said Stanley Uyman in his book "in
Introduction to Manesement Consultancy™, "are
among the powerful instrumenic of social changre
and influcrce eocial prosress. The consultant
may well be the only effective source of
improving their performence, particularly when
deliberate social crntrol is unacceptuble or
undesirabl. [t he vorns the confidence of
managers, he otn become 2 major determinant of
the rate and reotity of procress".

D
action Propranme

In view Hf the crucial role the concultants have
to play in acccleration of human progress, it

is but projer that the UNIDO should toke the
initiative in Hrocanicing this work-shop sn the
uge of Consultants in Developing Countrics.

Let those in the profession alss regnlve to
organize themsoulves [or answerings the call by
chalking out an c¢ffectiive action progsramme for




training the members of the profession
appropriately . Poolins: of knowledee, skills and
resources and sharin, them commonly should be
the firest Ster. Let thorse who have assembled
hore frop difterent pupte ¢ ds1la fOrm an Asian
Organizatiom p the astociationg of Consultante
with Japan .+ the leader  UNIDO should help
this reanizoation in vstablishing contacts and
) , collaboratimn with sLrallar oreanizotiong in
Burope, areric., australing, Lutin America and
ifrica nd wventuilly t knit then all together
in an intcrnatiosngl orianization. Lot thig
be the princiy.l contribution of thig work=shop
v to the Cause Hf the Congultancy Professiun.
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