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INTRODUCTION

The concept of providing assistance to a number of companies
in a very short time, by means of a clinic team, is rather different
to the normal management consultancy approach to assisting industrial
management. Usually th; assistan . to a particular -lient {s in
considerable depth, not only in helping to define policies but also
in diagnosing problems, designing organisation structures, operating
systems and supecvicing their implementation. A consultant can, of
course, te with one particular client for many month: and even for
move than one year. In the more advanced companies consultancy services
are used almost continuously covering a varlety of skills,

Afrer considering at rather short notice, what sort of
contribution [ might make to the panel's deliberations, it seems that
an analysis of the problems we in the UX firm of Peat, Marwick, Mitchell
have encountered in the developing countries in management consultancy
would be useful because it serves to illustrate, almost as it were
from the grass roots, the background against which management development
is taking place. Further, I propose tn consider the alternative

courses of actlon which can be adopted to speed up the development

of existing managenent potential.




EARTICULAR PROBLEMS IN CONSULTANCY IN THE DEVELOPING COUNTRIES

The title of this paper is the impact of European conaultlncy-;a

industry in the developing countries but in considering the problems
of assignments in these countries, the impact of the country, its
people, culture and business methods n the consultant is almost one
of the largest probiems. A change of emphasis in the method of
approach is required in the different environment; European consultancy
as discussed in this paper refers particularly to management consultancy
from the more highly developed countries,

The experience on assignments carried out by our firm {ncludes
the following countries:

- Botswana, Zambia, Lesotho, Kuwait, lran, India,

Nepal, Pakistan and Hong Kong.
The scope of the assignments is very broad but they are majuly

for government owned service industries {nvolving management consultents

in the following areas:

- organisacion studies;

financial controls;

- Mmanagement accounting;

= production management;

- data proces:zing;

* operations research.

In considering the problems peculiar Lo theae countries rather
then the normal problems we encounter {a an assignment in cthe UK we
might ssk what sort of problems can be common tc so many countries
and varied assignments?

Our experience is that there are commoy problems, apart from

¢limate and physical ones, which may be summarised as tollows:
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In many cases governmunts are comparatively inexperienced and
often insecure. Many industrial operations are hampered by what appear
to be bureaucratic methods of administration, often due to a lack of

experienced civil scrvants,

- r ion
In almo:t every case there arg factors which will havae an
effect on the WAy managenent aud staff approach a problem. For example,

in wany cases declsions camnotbe taken nn particular days withoue

advice from an officfal of a relliglous body,

Landuags - comwnications

Almost all our assignments have been conducced with English
as the common language, but the scope for misunderstanding can be
cunsiderable. Fact-fiuding through an interpretor is difficults
considerable ckill {s vequired to establdsh whether the person being
interviewed is telling the consultant what reaily happens or what he
thinks the consultart wants him o say.

Slwitarly where difficyit problems ave telng resolved the

Language barrier can be ured ac an excuse for s change of mind, with

frustrating consequences.

Qualiiy of menggement
There ave usually a number of semior wanagets who understond

rodern mausgoment techniques and at the same time fully realise the

limftations of the basic deta and staft svailalle in rheir organisation,

There are many managers, however, who have sone understending of these
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Seshniques but do not recognise where and when their applicatien 1s
relevaat. This can result at the worst in hadly installed systems and at
the best in a great deal of time being lost in arriving at the proper
solution for a given situation and proceeding with a Iogice! implementatiom

The greatest problems arisc in tne widdle mauagement area.

In many instances promotion hes heen gov-rned by polirvical and family
consideration: to a far grester excent than we ave used te in the UK
or other Evicpean counciies. Wher Promot.on j< on werit it is oftem
givem to the person with the appropslate 1leoretical qualifications
but with airost ne rerasl to his abtlilty te manage or his practical
experience in that area.

In some countiles there are contifderable restrictioms om the
amployment of foreign natiunals, unidl-ratandably, but to such an extent
that there arc insufficiont staff with suicable training and exparience
to ensure successful Impiementation of even the wost simple systems
of contcol,

The need for trainis; is obvious, but in many cases training f¢
difficuit becauce of the methods i basic education. Knowledge {s
obtained hy rote, by memorising exaci'v particular examples and case
studies. To¢ terch mecnog, of prol.en identificacion, analysis and
oelving requlring iniviative, iz most ditficurt against thig buckground.

One of the rosults of th,s Probien of qualfty of management
and dfficultics in training 's that the consulriant is often faced
wieh probiem drwgnosis ang solvtiun withoul participation or with very
Meele participarim from the client's widdic nanagemont. This tends
te re-inforce the imege of the consuitant ax soms kind of omnipoteat

Bedng who pinduces ali-wfse lastruceions which must he sheved te the

letter.
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Sioves/sapioves reletionshiny

Because of the social structure and sometimes the politica!
and religious background, Lhe relationship between the various levels
of management is very different from the one we are accustomed to in
the UK. Corsultation has not been he rule: fnstruct’ons are isaued
ond these lro. carried out without quastion. Initiative has been
discouraged.

A direct result of thig is the need to lssue very detsiled

instructions, a time-consuming process, cssential but not very interesting.

- i t

An increasing problem, which some of our staff have noted,
o~tdcularly in Ezst Africa, (s the large number of people drifting
into t. . —< who have previously lived as peasants but now wish te
obtain their share of the benefits of national development. Bach
industrial and govermment urganisation i{s charged with the task of
lncreasing thetir labour force by 10% per annum. The problem therefore
is to provide useful employment for an Increasing labour force rether
than the problem in developed countrlies of obtaining great productivity

from a slow.y increasing n+ static iahour force.

To summarise, there ate meny factors which restrict the impect
of the Buropaan consultent in industry in the developing covntries but

@0t important is the lack of trained managers and facilities for

developing existing managers.
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DM PUTURE USE OF FORRION MANAGEMENT CONSULTANTS LN THE DEVELOPING
SOUNTRIES

Having stated a number of the problems, it is logical to profit
from expcrience and look to the future. What benefits arise from
¢omsultants' work in these countries? 1In what particular assignments
eve the consultants best »mployed? How cen the consultants obtalin the
assignments in the right plares?

T should like to suggesti some answers to these qhest!onax

The moest inportan benefir forelgn consultants can bring is to
firmly enconvage manzponsat and skilled staff o introduce chiange
and fmprove results, 1he local nation&i skilled manager or speciallst
is vauaily & rare ccomodity who can pick and choouse posts and is mot
tharefore under the nressure o 'stay in the vace' which {s usual in
the U.K. Ancther vital contiibution made by the consultant is im
tralning local statf. Wiih the considerabie limitation on the use of
ex-patriste staff in many cocontries the use of management consul tamts
{s probably the onlv way in which foreign assistance can be provided,
The consultent must slways be well briefed on the history and culture
of the countyy and its husiness practices te e¢limiugte much
frustration and waste of vaiuuble cifort,

Some of the assigmments which are likely to be of major
imgertance are as follows:

« €irst aid operations for existing organisations

where the shortage of skilles managers and
trained staff is leading o the near bieskdows

of existing systens
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. ha. and detsiled implementation assignments which
will nquiri the services of a different ty;;e ot'.
.conlultant, who is prepared to spend long periods,
;ay two to three yearﬁ, in one particular place
w'th one group of people ather than on a n mber

of problem solving assignments;

- ttatnfng and developinent of local management consultants
and instructors for training organisations. This is
likely to be paxticularly important as the problem of
underemployment, menticned carlier, becomes more

evident;

= marketing surveys, before, and not after, heavy capital

commitments have been accepted;

- project cd-dr'dinat.ion, during the building stage of

capital construction;

= w®maintenance and planning, a matter to which developing

countries do not casily takes

* the design and installation of suiteble management

structures;

.

* pricing and costing exercises.

Weving suggested the benefits of vsing foreign management
consul tants ind some of the possible best applications, how cen werh
e obtained for them? These appaar to be three courses of actiow.




1. Vamegement comsultancy (M.C,) firms can undertaks,
end many will do so, assignments wherever they can
get them and to whatever depth of sophistication the
client may request, whether or not the client really

needs such seivices or .s able to benefit from them.

§. N.C, firms can concentrate on the more sophisticated
assignments only, with well estahlislied national
compunics or branches of international companies.
At the same time thev can assist in management
training by providing jectucers on secondment to
business schools, and othex higher elucational

establishments,

3. Provided that there is sufficient encouzagement, M.C.
firms can sct up subsidiaries staffed in the main by
nationals of the country. This would invelve using
management consultants irom European or more
fmdustrialised countries as consultant trainers snd

for the more sophistica!>d assignments,

8ach of these courses of action is the presemt basis of pelicy
Bor different consultancy firms in different countries. There is a
Soueth action which is rather negative, that is 'do nothing, because
- there s no profit im it', Leaving that aside, the first course of
sation is bound to continue where the guvernment of the country dees

a0t have & policy for the best use of management consultancy.




The second courae of action, sealective consultancy, is the
pelicy to be pursued by the more professional firms.

The third course of action, which means that the management
consultancy firm will have to make . more definite st ke in the
country in setting up a local operation, depends on the governmeat
laying down a policy which wiil encourage the gueater use of
management consultants. With i{ts accent on trafning this last
alternative could mean a more rapid growth in the introluction of
improved methods of mausgement than the other two courses of action,

If we accept that this Introduction of locally mauned management
consultancy firms intc the developing countries, pius the use of
fereign consultants om training and specialist sssignments, should be
pursued then how are we to create the right conditfons tor this
development? It may be that the U.N.I.D.O. industrial management
clinics can provide a means of demonstrating to the governments of the
developing countriea the importance of the cullaboration between
government and industry to improve mansgement methods. In some cases
industry may be thinking further ahcad than goverpment, FEither way,
the result should be the formulati n of a policy for manggement training
and improvement in methods in which foreign management consultanta
can have an important part to play.

To sum up, the purpose of this papexr has been to be to aet dowm
the views of a U.K. management conaultant on some of the problems {n
helping the developing countries snd future courses of action. I ahell
be intersated to see whather I am on common ground with our competiters
from Rurope or whether therc are divergent views. Most of all, I look

forward tc hearing the views of members of the panel with practical

emperience in the operation of management clinfcs.









