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1. INTRODUCTION

Providing financial and technical assistance to less developed portions
of the world has been a major concern of the economically advanced countries
during the twenty -five years following the end of the Second World War. This
committment of capital and manpower in an attempt to transfer development
capabilities among nations is an "nprecedented step in world history.

The emphasis in deveiopment programmes during the past two and s half
decades has shifted from reliance on massive injections of capital as a cureall
for development needs, to a dual effort aimed at providing not only capital
but also the technical ability to effectively utilize the financial assistance.
Much of the effort to transfer technical knowledge and capability has involved
assignment of technical consultants in less developed countries for varying
lengths of time.

Use of consultants hos produced some excellent progress - but there are
also too many instances of consultant programmes which provided little or no
meaningful contribution to development goals. It is difficult to document or
quantify these instances - in many cases the host country, the organization
providing assistance and the consultant himself prefer to forget the unsuccess-
ful consulting assignment. But the author is himself aware of a number of
cases where provision of the wrong consultant led to programme failures.

There are a numbcr of reasons why a consulting project may not produce the
desired results for the host country. Noct all of the failures can be antici-
pated or prevented. The fast that an altogether too high rate of progrsmme
failures do occur, however, indicates that some basic shortoomings exist in th~
present methode for defining problem arcas requiring the use of consultartis as
well as in the methods used for selection and recruitment of technical toecia-
lists.

The problem is not a shortage of manpower. There is no lack of competent

_ professionals who are wiliing and ar.e to fulfill the uevelopment consulting
assignments. The difficulty lies in arriving at a satisfactory definition of
problems which lend themselves to golution through use of technical consultants;
and identificaticn and recruitment of consultants qualified to solve these
problems.

Stumbling blocks which may negate a consultant's .ost efforts include
failure by the host country or organization to provide satisfactory facilition
and working conditions for the consultant, or the lack of advance provision for
adequate follow-up.

The question today is not whether technical assistance can be made more
effective, through better use of consultants as well as by other means. It is
becoming progressively more difficult to obtain the amounts of financial
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assistance required to maintain and increase the present momentum of development
\8sistance programmes. The financial support that can be generated must te
expended in such a way as to obtain maximum impact on development progress.

One of the means bv which this can be accomplished is through improving
the effectiveness of technical assistance programmes, by making better use of
consultants. One of the most pressing needs in this regard is improved co-
ordination and communicationg among organizations rospongible for providing
development assistance. :

At present there ig a contusing proliferation o1 sources which provide tech-
nical coisultanuvs for development assistance. These sources include international
agencizs such as ths various comnoneatg oF the nited Nations, national govern-
ments, non-profit foundations, trade associations, religious groups and many more.
All too often, there exists almost no coovrdination or even communication among
these organizations, particularly in those areas dealing vith selection and re-
cruitment of technical consultants.

In the United States alone, organizations responsible for recruiting develop-
ment specialists range [rom the 11.3. Agency for International Development, which
itself subcontracts speciflic consulting programmes to other organizations, both
governmental and non-governmental- to foundations; such as "ord and lockefeller:
trade or industry assocliations: commercial consul ting firms, and various others.
None of these organizations can afford to mainlain a permanent staff adequate to
fulfill all possibla future development assignments.

Instead, they must recruit people on the basis of specific programme needs
and let their personnel go when thesc projects arc ended and there are nn
further programmes to utilizz their talents. iven the major organizations such
as the '"'.S. Agency for Tnternalional Development and the United Nations develop-
ment organizations tace this progslem to varving degrees.

Some means must be found to establish a peol of technical specialists with
proven capabilities for providing efftective development assistance. Such a pool
would ideallv be shared among developmeiit assislance oreanizations. This would
require better coordination and communications among these organizations than
£X1sts at present.

Another vexing problem compounding the difficultv of providing effective
asslstance is the lack of adequate, tested criteria for selection of technical
consultants who can function effectively in a social, cultural, political, tech-
nological and economic envi ~onment that ma- differ materially from that of their
home country.

IT. OUPINING TIT PROBLEN

first step in determining the need for a consultant and epecifying the type
of consultant to be recruited isg identification and definition of the problem,
This mav be done by representatives of the host countrv, or may be delegated to
a consulting group alreadv vorking on projects related to the problem area, in
concert with host country representatives.,

In any casec, the people 1ho »ill bo directlv concerned with implementing
suggested solutions should be invnlved in initial identification of the problem
as wcll as in defining the limits and restraints and specifying necded consultant
capabilities,
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This involvement is important in at least two respects. First, the
people most concerned with the problem area can contribute &greatly to problem
identification. Second and Just as important, +he consultant may be able to
develop operable solutions but these solutiorns must be implemented by the people
directly concerned with the problem area or the consultant will have wasted his
efforts,

Being called in on a project that has been negotiated at the ministerial
level but which is not accepted by th: agene or the organizaiion directly con-
cerned can completelv frustrate the best efforts of a consultant. Reams of re-
ports embodving solutions to development problems are gathering dust on the
shelves of government ministries and burecaus around the world, not becausc the
suggested solutions were not feasible, but because of failure to involve the
right peoplc in the initial stages of projcet planning.

Some of the difficulties encountered bty the International Marketing Institute
Korea Marketing Development Tcam provide a good illustration of this latter
point. IMI went into Korca with an 1° month USAID contract to help develop
marketing rescarch and ma keting capabilities in several sectors of the Korean
economy.

The original project agrecment was negotiatcd by the Korean Bconomic Planning
Board, 30K Ministries of Commerce and Industrv and Agriculture and Forestry and
the U.S. Agency for International Development mission te Korea. When the IMI
team arrived in Korea to work with subunits of the above agencics and other or-
ganizations, they found that at least two of the four man team assignments re-
quired spending almost half of th. '8 month period sclling the programme to the
agencies with whom they worked, and more particularly to their immediate assoc—
iates and counterparts in these agencics.

In onc case, a hostile counterpart actually succceded in disbanding a mar-
keting rescarch group selected and trained over an eight month period by one of
the INI specialists, just at a timc when the rescarch group was starting to
produce valuable landmark reésearch surveys,

In this case, it took an organi ational shake-up bv the president of the
host organization to repair the damagc. Lack of acceptance by counterpart organ-
izations and agencics alse proved a hindrance to other IMI team members for the
initial period of thcir assignment.  Once this hurdle was passcd, the team was
able to chalk up some solid project accomplishments,

Onc of the common crrors in problem identification isg confusing symptoms
with underlying causcs. Failure by farmers to adopt modurn farming practices in
developing arcas for vears was diagnosed as due to lack of initiative or unwvil-
lingness to renounce the waye of their ancestors. More recently it has been
demonstrated that higher farm product prices and access to greater varieties of
consumer goods as wcll as proven evidence of ability to gruatly increcaso crop
yiclds can motivate startling changes in farming methods.

The author once interviewed a group of farmers in onc of the more poverty
stricken rice fa ming arcas of Korca to determine whether lack of technical in-
formation or lack of motivation might be a contributing factor in their failure
to improve their cropping oractices. These farmers, mosi of whom had very little
formal education and whosec only link to modern mass communicetions congisted of
two or threc transistor radios owned by comparatively well to do villagers,
showed an cxtremely sophisticated grasp of their noeds and probleme - including
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lack of production credit facilities, rice prices which had remained low in
comparison to rising prices of farming inputs such as fertilizers and insccti-
cides, and lac: of adequate market informalion to guide their sclling efforts.
Yet the author was told by a government official in this samc province that the
farmer's biggest problems stem from his own ignorance and unwillingncss to work
harder.

Oncce the problem has been idoentified, it must be defined. That is, the
clements of the problem should be cxaminced to determine whether they lend them-
sclves to solution b - outsid: consultants, Tt is hoelpful to separate problems
that involve policy dccisions from thosc that involve enly procedural aspucis,

FPor examplc, projects that roguire engincering design or mapping of a
resource base such as harvostable timbor, cultivabloe soils,; mincral resouces
arc usuallv morc amcnablc to subcontracting *o an engincering firm or other
tcchnically specialized organization than arc problems which involve marketing
facilitics, design of .ducational systoms, cconomic planning, health scrvices
and othur problims which i.volve decisions affecting large numbers of people.

fesources available for seolving the preblem snould bo carcfully cvaluated
in rclation to the scope and complexity of the problem arca. Arc there qualif-
1.d spcelalists alrcady available in the country o provide problem solving
capabilities? These puople may be found in other government burcaus, in the
univ.reitics or in privat. industry,

Purhaps an cven more basic cucstion relates to the tools availatle for
altacking the problem - financial resources, working facilitics, nccossary re-
scacch basc. One common cause of programmc failurcs has been a result of
tackling problems that arc too big to be handlcd by the resourcces programmed for
their solution.

Another responsibilitly of the host countr- is idontificatior and provision
of offective counterpart personncl to work with the outside consultant, Ideally
these counterpart personncl should be in a position to complement the consultant's
skills with their owni. They should be peoplc who will con%inus to work in the
problum arca after complciion of the consultant's assignment and who can learn
from the consultant asg thev work with him,

Basic staft work must Lo comnl.ted buefare the arrival of the consultant.
This v1ll include iduntification of the problim; speeification of policy con-
straints which mav hinder solution: sclection of counterpart personnel: provision
of adequatc working racilitivcs, supplics, subsistecc: and support,

Provision should be made for follow-up activitics before the conzultant is
retained. Follow-up vill usually consist as a minimum of provision for a
complete roview of consultant reccommendations and determination of their feasib—
ility; identification of agencics v organizations which will be responsible for
implecmentation of the solutions if thoy are judged fuasibler ~nd subsequent
monitoring of this implomentation b tho consultant or by other consultants at
periodic intorvals.

Once the problem has beon decined, the need for a consultant determined
and prcparations made for his effactive use, scarch for the proper consultant
can begin.,

~




III. SOURCES OF CONSULTANTS

Consultants may be drawn from a variety of sources, ranging from the indi-~
vidual froclance or consulting firm to internalional organizations, universitics,
govornment agencics, tochnical o-ganizations and othors. Specialized organiz-
aticns have grown up such as the International Lxccutive Service Corps which
recruits rctired or closc to retirement cxccutives and supplics them for con-
sulting assignments in developing countries on an expenscs only basis.

The difficulties involved in racruiting technical specialists and the
control often uxercised over projccts by the organization supplying development
assistance funding commonly lcads in practice to recruiting of consultants
through development organizations. In turn, these organizations often recruit
specialists from outside their own rermanent staff to undertake particular
development assignments.

Previous performance is tho best critoria for seloction of a consultant
source, Dcmonstrated success in working with similar problems in the same or
comparable situations prcvides a clue to tho organivation's ability to supply
suitable consulting scrvices.

The organization desiring to recruit consultants from a particular sourcc
should as a minimum check with previous uscrs of the source's servicces: invest-
igate the general reputation and financial resources; check experience and
reputation of the principals and permancnt employeces; obtain a clear understand—
ing of sourcc and capabilities of any personnel to be utilized on a subcontract
basis; and moke certain tho consulting organization can satisfy specific con-
ditions of the ccnsulting assignment in question.

Capability of the consulting organization to train and motivatec local per-
sonnel should be a kev criterion of offectiveness. A primary role of develop-
ment specialists should be to build institutions and train and motivate local
personncl. This is the orientation that almost any assistance cffort by an
outside development agency should assume. Unless a suitablc institutional
framework is developed, tho contribution made bv an outsidc consultant may end
as soon as hc leaves the countrv. It is ag important for development consultants
to be teachers as doors.

The International Marketing Institute Korea team included as onc of its
primary objectives training and ostablishing a number of markcting rescarch
centres within thoir counterpart organizations. During their 18 month tour,
the IMI team was successful in training a cadre of marketing research special-
iste who are carrying on the vnrk initiated by the tcam. This training of
personnel and building of marketing research institutional frameworks was
 probably the greatost contribution made te the futurc of Koroan marketing by
the team.

Thc problems cncountercd in finding and keeping first-rate technical cxperts
has lcd to more and more reliance on subcontracting development projucts to com-
mercial consulting firms, private organizations, univérsitics and others. This
can reprcsent an effective solution, particularly when the problem to be solved
involves engincering or similar skills as in designing a bridge or making an
inventory of natural resourccs. Howcver, it is difficult to find organizetions
which possess the capabilitivs to perform subcontracting assignmonts in arcas
such as educational systom dosign, cconomic planning or marketing.
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Thore is a need for more consortia of cxperts representing various complem—
cntary disciplines. Peter Drucker points out in his now book "The Ag: of Dig-
continuity" that we arc shifting from a Cartcsian view of the universe in which
the accent has beon on parts and clements to a configuration vier with the
emphasis on wholes and patturns. Drucizer's views fit with the current preoccw
pation by business and acadomic circles on application of the systoms approach
to problem solving.

“ffective application of knowl:dge to development problems requires a systoms
approach - it is not ocnoush to supply individual cxpaerts who can it onlvy one
piece into the puzzla., The total onvironment affiocting the problem must be
considered if proposcd solutions arc to be orfcetive.

Design of an irrigation systom cannot be left solcly in the hands of an
irrigation engincer. Specialists in agriucultural production and soil scientists
must determine 1he crops best suited to ihe terrain, climate and soil types.,

A marketing apoecialist is ncedcd to ascortain the prospcctive markets for the
proposed crops and detcrmine how best to mark:t the products,

A sociologist and pcrhaps an anthropoligist should bo added to the team to
investigate means of motivating local farmers to effectively utilize the additio-
nal production capabilities ruorcscnted by the nuovr irrigation facilitiss.

International arketing Ingtitute, affiliated with the Harvard Business
School, providcs an _xamplc of a specinl purposc consulting group, in this case
organized for the purposc of introducing the markcting concept to the developing
countries. The IMI Korca Markcting Devalopment Toam during their 18 month stay
i Korea tackled masketing and marketing roescarch nocds across a broad front,
ranging from markeiing of ind:strial and agricultural prodicts to cxport marketing.
The IMT team included a marketing research specialist, an agribusincss mar—
keting cxpert, an industrial markeling cxpirt, and a marketing cducation spec-
ialist. The tvam reprosented a unique first time offeort o thoroughly explorc

the marketing problems of a developing country and to sugeest approaches to sol-
ution of theze problems as well as identifving and training potential local mar—

koting specialists. The toeam approach proved to be highly offective in this
type of assignment,

The IMI project illuctratus one approach to rcconciling thc long standing
argument between proponents of long torm congulting assignments and thosc who
belicve in shorter term assignmments for more highl specialized consultants.

The four man TMI tuam staved in Korea for 13 months. Their cfforts were to be
supplemented by the use of four or five more spocialized consultants for periods
or threc months cach. Onlv two of the short—'orm specialists were subscquently
utilized, due to difficultics encounterad in findiag thoe right specialists and
to cortain problems in contraet imnlemcentation. However, the two short term
specinlists who did work with the tcam were able to mako significant contribut-
1one toward project objeetives,

Proponents of longer torm consulting assignment ranging in length from 18
month or two yvcar contracts to some contracts of six yoars with FAQ point to the
benefits to be gained by kecping personnel in the same assignment for an extended
period.  These benefits include opportunity for thu consultant to gain a broader
undesstanding of the situvalion, prescrve prograinme continuity and sec projects
through sevural stages of dovclopment instcad of participating in only a limited
portion ‘of the total effort.
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On the other hand, it is often difficult to persuade thc most compctent
technical experts to interrupt their own work for soveral vears in mid-carecyr
to accept an overscas assignment,

Onc solntion to this dilommn might be creation of a two-ticr development
edifice. The first tier would be a cadr. of professional devielopment special-
ists rcpresenting a number of disciplines. This professional development corps
would represent the foundation For development consulting programmes. It might
+ogically be incorporatcd into a subagcney of the 'mited Natione, pcrhaps util-
izing some of the present facilities of UNIDC, PAO and others. The corps should
be a permancnt cstablishmont with pProvisioas for recruitmoent of the best qualif-
ied specialists from throughout the world, plus ¢stablished carcer ladders, in-
service training and sclf-improvement programmes and the other paraphenalia of
a permancnt burcaucracy.

Idcally this corps would supplant the <fforts of naticnal divelopment agen-
cies such as USAID. 'The Apency for International Development under its various
designations over the vears has performed valuable gcrvices for development.,
However, AID has been harasscd by somewhat crratic short—~term policics and
fluctuating budgets. This has impaired the agoncy's abilitv to attract, train
and effectively utilize compctent personncl and has made cffeetive long range
planning difficult.

An approach has alrcady been made to cstablishing a corps of profcessional
development workcers through agencies such aa FAO, UNIDO, USAID and others. But
thesc efforts need to be expanded, coordinated and further professionalized for
greater effectivencss. There tends to be considerable overlap and in some
cases cven competition betwoon these varicus agenciocs.

Carcerists who staff the developmoent corps must be "generalized specialiste”
that is their knowledge should be bascd in a specialized area, but thoy should
be capable of extending their abilities beyond their own specialtics into relatod
or even unrelated ficlds, Thev should be people who can effectively organiz.,
guide and covaluatc truly intcrdisciplinary development programmes. Thesc prof-
cssionals might be stationcd at development centres located in various paris of
the "third world".

Ideally, specialists in a particular ficld would be responsgible for pro-
grammes on a multi-country basis. This should lcad to opportunitics for some:
coordination among countrics in development programmes where such coordination
is presently lacking.

An coxamplc of onc such ar .~ is that ol commcercial fisheries, where many coun-
trics are attempting to incrcase their share of the occan catch, to provide morc
protein for thoir people and cash in on world demand for fish imports. Intcl-
ligent coordination and ¢o—operation is a must il these fisheriocs developmont
programmes are not to clash head-on. Some of thig co-operation shouid he fost-
cred by a multi-country fisheri.g development consulting unit,

The sceond tier of the develepment consulting cdifice would consisi of a
pool of technical cxperts willing to devote shorter lengths of time to coreulting
assignments. Thesc assignments might range from a few weeks to scveral months.
The short-term specialists would work closcly with thc permanent profossional
personnel of the development corps. They would be assigned to work in limited
problem areas, with their efforts pregrammes and guided bv the permanent per-
sonncl.
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In this fashion it should be possible to maintain a staff of generalists
to supply broad problem solving capabilitics, and at the same time gain acccess
to specialized technical inputs from a large number of highly competent cxperts
in various ficlds, without the neccssitv of staffing with a large number of
epccialists on a purminent basis.

Provisions should be mad.. for short-term gpocialists to return at periodic
intervals for the purpose of monitoring and cvaluating the implemontation of
the recommondations thev make during their initinl tour.

Sources of short-term spocialists would include currently utilized sourcces
such as universitics, ngencics of national governments, private consulting
firms, tradc associntions, {cchnieal institutes and an additional source that
is often overlooked today, that is thoe Tirm intercstced in doing business in
other countrics,

Onc cemponent lacking in somo development programmes is the practical under-
standing of the commercial application of project ond results. This undorstan-
ding could bu supplied by representatives of business Firms who are willing to
make their personncl available for ocerasional consulting assignments. Ia some
cascs, companius intorested in supplying cquipmont, iicensing technical processes
or cntering into joint veniurcs can be a valuable sourcc of uscful technical
advice in a development projoct.

If the short-term consultant aspect of the two—tier development corps
approach is to function offictively, scroening proccdures and an information
exchange systcem must bo incorporated.

The initial screening device uscd by most ngencics at present is the per-
sonal historv form. As Hans M™hilstrom points ont, this is not entivelv satis-
factory, sincc it indicates only the theor:tical and practical expericnce of the
applicant, but does not specii” his porformance in previocus jobs or point up
other attributes that might lead to sucecuss or failurc in » developmont assign-
ment.

Qecruiting short-tern spoecialists is ofton o hit or mies operation, depond-
ing in large part on word of month, contacts stemming from professional mectings,
sovrnal articleg, ctc. There is urgent necd for a svstamatized procednre for
obtaining, rutaining and disscminating information about prospcctive short—term
technical development specialists.  Lack of such a svistom compounds rucruiting
problems.,

Some attempt has ~con made by the U.S. Department of Agriculture to list
decpartmenial cmployaces including state oxtunsion workcei's who would consider
short-tcrm overscas development consulting assignments. IHowever, an 1dcal
system would rcach far bevond government into the ranks of universitics and
privatc industr.

In the light of today's cleetronic date processing capabilities, creation
of a data bank on prospuctive short-term development consultants should not pose
anv major technical probiems. Sincce previous performance is the only really
valid criteria found to date for prejudging o person's coffectivencss in an
assignment, thc most important componecnt of the data bank would be an evaluation
of the short-term specinlist's performance in earlier development consulting
assignnents or other overscas ssignments. Combined with carcful definition
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of thg problem to be solved, a data bank covering specialist capabilities,
training and experiencc should bec a major asset to prescnt development agencies,
as well as to the professional development corps advocated ocarlicr.

Such a data bank could rcmove much of the gucesswork from recruitment
of development consultants. '

IV. CONSULTANT SELECTION D RECRUITHENT

One of the first gucstions that arises when use of a consultant is consi-
dered is the ~dvisabilitv of rceruiting a local expert as opposed to someonc
from outsidz the country. The chief advantage of 2 local consultant is his
familiarity with thc local situation, as well as his deeper understanding of
the cultural, social, technological and other aspects of his environment.

However, therc are two rcasons for questioning the advisability of sole
dependence on local consultants in most developing countrics. The Tirst is a
practical constraint. In many devcloping countrics theroc cxists as yet only
a small pool of qualificd resource peoplc in most technical arcas. Generally
these qualified spccialists nrce already committed, indcced in most cascs over
committed in alrcady cxisting programres., 1{ may be poor cconomic wisdom to
rob an ongoing programme to start a ncw projcct, or cven worsc, further fragmont
a local specialist's time in an attompt to involve him in additional assign-
ments,

Another riason for bringing in an outside consultant is the cross-fertil-
ization of iders and tcchniques that can result. Somc of the largest and most
successful corporations in the United States also make the most cxtensive use
of consultants in various aspccts of their business. Thesc corporalions have
found that an outsidcr can often arrive at a clearcr understanding of problcem
berausc he doesn't possess the preconceptions that often rosult from long and
intimatc association with th. cnvironment within which the problem cxists.

There is another advantage to outside consultants. I they arc offectiv-
cly utilized as suggested above, they wiil be able to tranamit some of their
skills and knowlcdge to lucal counterparts who in turn can form the basis for
an eventual local corps of cxperts. Onc objective in usc of outside consultants
should bc cventual possession by the dev:loping country of a group of local
specialists vho have goinced an understanding of various approaches to solution
of devclopment problems.

Once it is detocrmined that an outside consultant should be retained, one
of the first problems that ariscs is the lack of adequatc criteria for sclecting
effective consultants. Basically, usecrs of consultante scrvices in developing
countrics have arrived at onlv cne criterion which is almost uniformly valid -
this is the rccord of performance in previous devcelopment consulting assirm-
ments.

Onc of the fow depth rcsearch efforts tr cstablish reasons for success or
failurc of individuals in overseas assignments docs suggest five attributes
that contributc to succcesful performance in any overscas assignment.

Results of a survey of Amcrican government cmployees, misdionaries, and
businessmen vorking overscas show that tuchnical skill, belief in mission,
cultural cmpathy, assensc for politics and organizational ability provide
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consistent correlations with effectiveness in an overseas situation. The survey,
conducted by Harlan Cleveland, Carard J. Mangone and John Clarke Adams, is repor-
ted in the book "The Overseas Americans".

While the study was confined to Americans working in other countries, it does
nrovide some documented guidelines for vredicting effectiveness. All but the first
Jndicator are very subjective, however, and are difficult to assess without inter-
viewing a candidatc in considerable depth or nossessing more knowledge about his
background and previous nerformance than is contained in the usual nersonal history
fom.

It is generally agreed that technical competence should be the foremost cri-
teria for selection of a consultant. However, this does not mean that a given
specialist must be the most highly qualified person available from the standpoint
of his technical training and theoretical background.

Bqually important to the effectiveness of a technical consultant is his
ability to relate his knowledge and experience to the problems of a specific devel-
opment assignment. The assignment may differ greatly from his previous work sit—
uations in its irhierant constraints and surrounding environment as well as in the
types of solutions that are feasible. Some of the most highly quali.ied experts
have been nractical tailures in devclopment consulting assignments because of their
inability to adapt their exnertise to the framework of e different level of devel-
opment .

Often, the theoretically idea) solution would be impossible to apply under
¢xisting conditions. The author in designing an agricultural marketing information
system for the Nepublic of Korea, applied three criteria in arriving at a suggested
design. First, thc pronosed system should be adapted to the environment in which
1t must function, that is it should take into account the physical, economic,
cultural and political restraints within the environment.

Second, the system should be based as ruch as possible on already existing
structurcs designed to serve a similar purpose. And third, it should be designed
with built-in mechanisms that will induce change to rcfiect changes in the surroun—
ding environment .

Successful innovations must be rooted in the already cxisting culture. It
is almost a truism to say that no outside¢ consultant is going to make any funda-
mental cultural changes.

The consultant can help sct in motion forces that wiil eventually lead to
cultural change, or he may capitalize on shifts in culture that are already in
vrogress. But he is not going to initiate major changes by himself. The consultant
who camnot grasp this elemental fact, and who refuses to adapt his problem solutions
to the existing situation is doomed to failure. This of course does not mean that
a consultant cannot change existing patterns, but these patterns must be amenabie
to change.’
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Another important criteria in selection of consultants is the ability of the
oonsultant to develop genuine empathy with the neople of the host country, partic-
ularly those people with whom he mugt work The consultant must be able to motiv-
ate his associates to acceot and implement the programmes which he suggests it he
ies to considcur his asslgnment a succeas.

Perhaps thc most imporiant key to the effectiveness of the development con-
sultant, given his profcssional competency and ability to adapt that competency
to the needs of the consul+ing Ass1gnment, is his perso.al attitude tovard the
people of the host country. He must feel genuine respect toward them He should
not only be friendly, but also open and receptive toward their overtures of
friendship, as wcll as their ideas. These attitudes are extremely important and
any attempt to couaterfeit them is soon spotted by host country pcrsonnel.

Professional competency is of primary importauce in g development assignment
But without the ability to relate hig knowledge to the problem at hand, and gain
acceptance for himsclf snd his ideas in the host country, the most highly qualif-
ied specialist is useless in = development assignment .

Unfortunately, 1t is generally easicr to gauge professional competence than
to evaluate the ability to adapt professional knowledge to development situations
and to generate genuine empathy with peoplc in other countries. Prior accomplish-
ment in overseas service, as well as experience in agricultural extengion work
at land grant colleges in the United States or other background which requires
acting as an agent of change may be an indicatior of suitability for overscas
technical consulting work. An eéxtended joo intorview if ski1llfully conducted
should provide some insight into a person's attitude toward people of other races
and cultures.

V.  SUMMARY

The two essential steps in solving s development problem through the use of
technical consultants are, first, identifying the problem and seoond, sclecting
the right consultant for the Jjob.

The first step must be perfocrmed adequately or the difficulty of finding
and cffectively using the right consultant will be ecompounded.

Selection of a consultant too often congists of hit or miss recruiting
methods that mise in too high a proportion of cases. Some better means must he
found fc.: ldentifying and recruiting technical consultants for usc in developing
countries.

One such method might be through estab.ishment of a data bank containing
vital information on consultants who have been prescrcened by a rcsponsible
agency, possibly a subunit of the United Nations. In order to function effecgt-
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ively, this data bank would also have to contain evaluations of & ounsultant's
performance in previous development consulting assignments.

Such a data bank would greatly facilitatce identification of consultants.
[t could also serve as the core of a futurc development edifice which would
utilize carecr vrofcssionals assisted by tuchnical specialists recruited for
short-term assignments; and which would draw togethoer some of the presunt pro-
liferation of development assistance programmes.

One of the initial steps in cstablishing better methods of selcction and
utilization of consuitants would bc improvement of communications and coordin-
ation betwcen thosec agenciie presently supplying consultants to the developing
nations. This workshop could wcll rcpresent ancther step in gaining this
improved coordination.
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