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FUCTIONS AND RESPONSIBILITIAS OF CONSULTANTS

1. Development and Consultants

The process of economic and social development in developing nations
is complex. There exists a mul+titude of closely interrelated economic,
social and political factors involved in the process. The successes and
failures ~f devoionmen+ nrojects largely depend on how men behave creatively
and constructively wnile understanding the complexity and interrelatedness

of these factos involved in the fornulation and executinn ot development
projecis.

Men who particivate in the davelopment process establish the goals
to be attained anc shape the course of actions to be taken. leaders in
developing nations must rcalistically grasp the material and psychological
needs of the people and find thc optimum solutions to the problems by
examining the existing social and economic constroints.

It is now a well establisned rrct that one of the most important
resources for national development is human resource. The development of
human resources requires long-range planning. The implementation of the
human resource development plan takes a substantial amount of time.

People must wait patiently for children to grow healthily and to be edu-
cated properiy.

levertheless, it is often the case in developing nations ihat the
problem of economic and socizl development is becoeming the major political
issue as more people are given opportunities to participate in the political
process. The existing social and psychological condition is so unbearable
for a sertain stratum of the 3ociety as to make the problem of economic and
gocial developnent a pressing issue for the rolitical leaders. The
importance of the time factor must not be neglected in the process of the
overall national development. For the stability of government which is
essential for the efticient Tormation of capital, the aspirations and materia)
needs of the people must be reasonably satisfied.

The solutione of development problems recuire diverse and numerous
human resources. I'anpower is the key f-ztor for development. The
effective project formulation and implementation are dependent on the
retional management of humen as well as naterial resources.

Developing nations often lack the availability of nhighly irained man-
power to meet the increasingly difficult requirements. They lack the
empirical knowledges or know-hows which must be accumulated over time.
Considering the complexity and variety of factors to be analysed and the
lack of well experienced specialists in developing nations, the role of ‘
consultents shoulu be carefully re-exanined.
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It is a reality that the urgentmed for a higher rate of economic
growth and the recuirement for foreign borrowing necessitate the use of con-
sultants in developing nations. The specialized know-hows of consultants
are found very valucble in the formulation and execution of projects. It

is often the case that though the use of consultants involves cost,; their
consulting services bring about a substantial reduction in the total cost.

2. Definition of Consultont

It is very difficult to define the term, "consultant". The definition
of consultant used in this paper }s found in the MaUQﬁl.REMEEPMH§E«9§MCQQ"
sultants in Developing Countries.

A consultant is defined as a person or an organization employed
by 2 clieni organization, on account of his or its specialized
knowledge ~nd experience, to act as an industrial adviser or

to assume responsibility for action programmes for industry. ™

A consultant can be defined in a broader term, bul we are here limiting
the scope of our study to the area of industrial development .

Consultants are specinlists, professionals and problem solvers. They
sell their expert knowledges in response to the needs of clients. They are
in a position to be able to give neutral; independent and unbiased opinions
to the clients and to find the best solutions for the gpecific problems
presented.

Consultarts must hove adecuate education, training and experience.
They must be ulways willing to face new problems and accept the challenges
of varied works. The consultants who underteke similor projects in different
developing nations can find Lhe major botilenecks casily and suggest the
best course of action for the solution of the problem.  They are often
regarded as good adviiers with sufficient scientific tools of analysis, who
can give timely advice to the decision makers who are confronted by
increasingly complex problems.

3. Usefulness of Consultents
The benefits from the use of consulting services are numerous and

vabied. First of ~11, the specialized knowledges and accumulated know-
hows are readily avezilable from consultants on 2 flexible basis.
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The client organization may not have a sufficient number of
specialists, or the staff of the client organization may not have sufficient
ability to carry out a project effectively In such cases, consultants
can be very usgeful in providing snaecialized knowledges or accumulated know-
hows in response to the specific nceds of Lhc client organization. Since
it is not economical for the client orgonization to hold a large number of
specialists censtontly, the effective utilization of knowledges or expertise
which consultants hove, may have a very favourable effect on the overall
managemer.t d enterprise.

The aveilability of services from consultante on a flexible basis is
very valuable for clients. fonsultents can provide a ready set of specialized
knowledges for the specific requircments of projects, ‘lhen an enterprise
is beiny expanded, for ~xample, certain types of gpeciclists who can carry
out planning, feasibility study, designing, supervision and so on, are
necessary. IV @ firm wanwse to hire a group of permanent stsffs in order to
meet new requiremente, it Lakes o substartial amount of time for re-organization,

Consultants, on the other hand, can commence work at any time after the
signing of the coniract This can save not only time, but also a substantial
amount of cost

Since consultanis can carry out their tasks in the most efficient way,
the use of consultants can assure the guality of work. In this recspect,
consultants can ~ccelerate the process of developmeni by minimizing the time
required from planning to actual operation, and by assuring the quality of
project.

For the purpose of management, the use of consultants can be very
helpful in minimizing the interruptions of daily work when a new project must
be undertaken. By delegating w« certain responsibility and assigning tasks to
consultants, managers cen relieve permanent staff from cxcessive burden.

In this respvct, the use of consultents is particulariy useful for small and
medium-size enterprises woich need o group of specialists for a certain period
of time, bui cinnot afford to retair. a large number of specialists on o
permanent bhasis.

Secondly, coasultants can rovide independent evaluations and present
unbizsed wpiniosas to the Clionts. “he cbjectiivity which consultants have is
very valuable nct only for the clients who want to understsnd the real nature
of the prowlems whicl. they face, but also for the hankers and others who want
to have the objective evaluations of proncsed projecis. Consultants can
observe the existing conditi.n as outsiders and can analyse the problems
impartially. They can avoid their emotional involvemen® in the internal
politics of the organizations and can often act as 2 neutral mediator, who cen
make judge.ents based on scientific unalyses. This helps the top management
greatly in the resolution of pending problems, which have been prevented due
to the loyalties and interests of staff and managers involved.
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Thirdly, consultants can heve a fresh look at the problem presented
and take a new opproach to the solution of the problem Becausc of their
ability for multidimensionnl analysis and their experiences in different
devcloping nctions, consultents can scc things in perspective end have a
better understanding of the situation than those who are repeating the old
practices. They can sce all the important aspects of the problem snd
guggest the nccessary mcagurcs Lo be bcken for the solution of the problem.

Fourthly, consuli.nts cre well acqueinted with the latest technological
developmentis and can apply the best possible technicue to the t.pecific

situation. The knowlcdges of consultants cover all the areas related to
industrial development #nd their cualificrtions os engineers, economists,
lawyers and so on, arc usually very high. Among ¢ nsultants, are found

many distinguished persons ;

4. Types_aond Sources of Consulting sServices
The scope of consulting services is very wide. (Consulting services
are provided in response to various requestis from clients. They include -

guch services as « brief manceement adviser service, planning for a large
industrial project, designing of production faciliti~s, supervision of con-
struction works, guidancce for treaining ond so on

The following list shows the types of consulting services available for
the construction and opcration of industrial frcilities.

Preliminary survey

o P

Overall plonning ‘ , _ i

Feasibility study

c

General layout and preliminary design

.

Detailed desism - i
Preparation of specificatiions and contract documents |
Study snd evoluation of tenders

Supervision of constru-tion works o

Training

uu-;roq-—son.o

VManagement Consultation

e

At an early stoge, consultonts cen give advice to the clients for the i
establishment of prioritics nnd the formulation of an overall plan for
integrated industrial development. Ay project must be pleced within the ;
framework of the industrial development plon o2nd wust be evaluated from '
economic, technicrl, orgenizational nnd finencinl aspects.

A feesibility study must show the econcmic viability ond the effect of
the proposcd project ov che overnll cconomy of the country. It must i
include the investigotions of the supnly of raw materinls; labour requirements,
market condition, finencing, profitability and so on. It is a basis for the
formulation and execution of sound development projccte.

.....




-5 -

Engineering services include tecinical feasibility study, testing,
preliminary design, detailed design, preparation of specifications and

contract docuncnts, evaluation of tenders, and suvnervision of construction
works.

Due to the lack of skilled menpower in developing nations, consultants
are often called on to undertoke o training prograume for operating personnel .
Consultants usually try {lcie busl to utilize os iruch locnl labour force
aB possible.

Whilc working together, consultants can teach engineers and technicians
on the spot. But it is often found th-t 2 gystenatic training progremme is
necessary so that cnough cvalified enginecrs are locelly available when
the operation is started, Consultants can g1 ¢ wdvice on the formulation
of training programmes, odainister training centres or act as instructors

Nanagement consulting services cover various oreas such as general
meanagement survey, production plenning, marketing, operations research,
develapment of new produstion ond distribution systems, accounting,
corporate financing, personnel planning, data processing aond so on.

The major sources of consulting services are consulting firms and
individual consultants Universitics, research institutes and international

organizetions sometimes provide consulting services, but the sconmes of their
econsvlting activities ere still limited

Because of the romplexity of the problems presented to consultants,.
the rapid technological change and specializetion, it is often found
advantageous for consultants to form a consulting firm.

A consulting firm can retain a required number of specizlists according
to the needs cf clients and can provide consulting eervices on a flexible

basis. Some consulting firms -re very small, having boen established by only
a few enzineers. Other firms ~rc¢ medium or large and can underteke large-
scale projects Come firma are indcpendent consulting firms Other firms

may also undertakc tiwe function of contractors.

Individual consultants are usually well-experienced specialists who
are often very well kn~m < +he field They are qualified to give good

advice to the ranegers fcr thcy usually have wide knowledge and numerous
experiences.

5. Rgsggnqibjlitiggugf_quggltqntg

One of the major responsibilities of consultants is to provide sincere
oonsulting services and to protect the interesis of clients. Consultants
often act as agents or representatives for the clients. The responsibility
of consultants o8 professionals is far beyond the legal obligation prescribed
in the contracts mode Yetween clients and consultants. Consultants have a
moral obligation to serve the client feithfully.




In order to be faithful advisers to the clients; consultents must be
fully aware of the limitation of their ability. If they feel that a projcct
is beyond their ability, they should not underteke such o project They
should not attempt to scll consulting scrvices which are far beyond their

ability. They wust prescnt themsclves entirely on the basis of their ability ’
cnd experience If consultonts promise more than they are able to do, they
are liable to lose reputation ond nrospective clients. Consultants must clways ‘

try to goin the confidence of clients

Censultents must not disclose informaticn obtainced from clients for

consultation “hey must not divulge scercts for the protcction of the interests ,
of clients Consultonie are given confideniisl informetior conceraning the %

. . . . o N N . i
client organizntions. The cthical treatiment of such confidential information ?é

is usually prescribed in the codes of ethics for consultants in developed
nations

Consultints should not accept cny commissions or discounte. They
gshould act frirly belwcen 2 clicnt ond a contmctor In the supply of goods
and scrvices, soric contraciors may ~pprocch consultonts in a blatant manner,
but consultunts must keep o high standnrd of conduct under all circumstances

Tlor the cffcctive ond cfficicat formulotion and implementation of
development projects, the rclationship of mutu~l confidence and co-operation
between a consultont ond a client is o fundament: 1 prercguisite As long
as the behoviour of mwn is 2 key fretor for devclopment, the importance of the
human relationship betweer consul tants ~nd clients must be strongly emphasized
Consultants ¢nd clients musi work creatively side by side towoard o common
objective vhile giving ond taking from cnach other

In this regerd; it can be srid thot Uic successful use of consultants
depends ~lso on thc clients' underst.nding of trc functions of consultants.
Clienis ocre exnected to be well acenainted with the roles and modes of
operation of congultents so thai the conflists ¢ uscd by misunderstonding can
be avoided. Good communi~ctions ond fronk discussion between a consul tant
and & client lead to the successful cxecution of projects I hope this
workshop on the use of consulines will be on excellent forum for both con-
sultants ‘nd clients to hove fronk discussions and will contribute to our
mutuel underst-nding and co-operiiion









