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I. INTRODUCTION

The modern industrialization in th. werld has put up groat denands on (xisting
institutions in all countrics. The industrialization has buen sc rapid that the jre-
existing institutional framewerk in devele ing countrics coull nct cope with the demands
put upon it. It wns, therefore, necessary for ull doviloping countrics to develop
various institutions in thc ficld of industrial scrvices so that these could maintain
the industrial progress thus far achieved, and also kcop the industrial growth at the
rate and along thc lines deemcd fit in the larger intircst of cconomics of the respec—
tive ocountrics,

Pakistan'e industrial developmont started only cbout twenty-three ycars ago.
Initially, Pakistan's cconomy has been largely land-oricntod, but ic now being trane-
formed intc an industrial cconomy. This ha: brought about, ~= typical to any developing
oountry, innumerable changes in the country's requirenents. In these circumstancees, it
was essential to providc an elcborate institutional framework to accelcrate thc process
of thc industrialization.

(2) Avaddahiditx ol Industrial Sorvices

In the process of industrialigzation in Pnkistan, the Government has taken a
significant initiative by sctting up on institutional framcwork which has been
rendering services to the industrial scctors The existing industrial servi-~cs
ocould distinctly bc grouped in threc categorices

le Financial Institutions
2 Industrial Developacnt Agencics
3« Reseprch, Technical Information and Consultancy Serviccs.

These threc ootegorics include several institutions in cach cases Details
of these institutions do not fall in the purview of thc precscnt paper. However,
a drief cnumeration is not out of place.

(1) Einagcinl Institutions
The Govermnent of Pakistan has heclped in cstablishing a number of finan-
oial institutions which have been providing local as wcll as foreign finances for
establishing ncw industries and balancing and modermization of thc oxisting ones.




The most prominent amongst euch institutions nrc Pakistan Industrial Credit and
Investment Corporation (PICIC) and Induetrinl Development Bank of Pakistan (IDBP).
Besides thesc twe developmient banks, there ~re threc other financial institutions
which h: 1p in floating nw conpanics through underwriting, guarantceing n ninimum
lifting of shercs iesued and other such mensurcs connected with investment aspocts
n8 cppuscd to crcdit aspcets, Thesc arc Nationnl Investment Trust (NIT), Investment
Corporation of Pakiston (ICP) and Equity Participation Pund which has just becn
cstablished,

(2)  Industriol Revelopment ASSucAcs

In the carly stages of industrialisation of Pakistan there was a great
dearth of capital formation with thc result that adequate capital and cven emtro-
pronourship were not available for developmont of industrics. This wos partioularly
more pressing in the casc of industrics which were highly capital-intensive and
sufficient profitability was not expcotcd within the firet fow years of operation,
To meet this situation, thc Govermment sct up ‘Pakistan Indmstrial Development
Corporation (PIDC), which was subsequently bifurcated in West Pakistan Industrial
Devolopmont Corporation (WPIDC) and East Pakistan Industrial Development Corporation
(EPIDC). This institution established n number of industries and opcrated them
initiallys When in duc course,:private investors came forward to purchasc the

industrics established by the WFIDC or EPIDC, .any of thesc were transferred to
the private sector,

(3)

Along with the industrialisation proccss there are a number of probloms
which have to be tacklod in order to ensurc a smooth and profitable operation,
Por this purposc, institutions with various objectives were ostablished for remder-
ing such servicos. Among these were included mainly Pakistan Industrial Teohnical

Assistance Contrc (PITAC), Pakistan Counoil of Soiemtific amd Industrial Research
(POSIR), and Inwestuont Advisc.y Centre of Pakivtan (IACP).

(%)  Rummess.of the Poper

Among thc industrial scrvices, consultancy is an important and rather sophie-
tioatcd service which is coming up in many developing countries,
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The purpose of the prper is to present © cas study of Pnkist~n in rispeet of
growth as well as organization and administrotion of indust rial consultancy ser-
viccs in Pakistan. Aftcr discussing the develepnent o e~ nsultancy buginess in
Pakistan and various kinde f inductri-1 consul? ine orgmizations availabl. in
thc country, the paper discusscs the problene of crganizotion and ~dministration
of industrial scrvices with o specinl roforcnee te the linding consulting organizo~
tion in the sountry, namcly Inveetnent Advisory Centre of Pakistan (IACP).

In the early stages of industrializotion in Pokistan, thore was n tine when
almost all consulting scrvices were zonducted by forcign consultante., Howcver,
the oonditions havc greatly changed now and c¢xcept for highly sorhisticated indus-
trics Pakistan has gnined sufficicnt experience in consultnncy services which are
rendering adcquatc support to the industrinlizotion process. The paper alec aims
at dileuicing as to how the cxisting consulting scrvices could be improved and
expanded in order to ploy ~ grenter role in the future,

The consulting scrvices hclp investigatc ficlds for ncw investment and prepare
fensibility reports, or preparc special studics on cpecific topice which could
help management of industrinl onmterpriscs as well as the Govermment authoritice
in taking renlistic decisions regarding industrial operetions. Consulting houses
arc appliocd rescarch orgnnizntions consisting of professionnl cxperts not only in
Eoonomics, Market Rcscarch and Financc, bat also in varicus disciplines of Engincer-
ing and Opcrating Rescarch,

The principal objcctives of industrinl consulting scrvices as such may be
doscribed as followes

(1) Devolop short-tem and long=temm orgmizationnl objcotives and detniled
plams to implomont them in thc form of fonsibility reports and other studies.

(2) Help olients in public or in private seotors in inproving oxisting
operations and kcep thom updatod.

(3) Help clionte in identifying operational or organisational problems and
suggost measures whorcby bottloncoks oould be removed and the organi zation carms
incrcasingly highcr tusiness and profit,
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(4) Aassist new investors, local as well as foreign, for profitable invest-
ments, through detniled guidance and planning based on research, study and surveys.

(5) Assist thc entreprencurs and the Government in expanding existing activi-
ties with business profits and national benefits.

For the purpose of the present paper, it is proposed to concentrate on indus~
trial consulting organisations which have an oriemtation to "mioro" approach to a
greater extont. The goncrally understood term of consulting houses emphasises
this kind of research and profcssional organizations. However, "macro" aspects
arc not ignored altogethor by industrial consultants, Those of the recearch
activities of consultants, morcover, are based on specific assigments from entre-
preneurs or the govermment which use the end products made available by the oon-
sultants and pay for the scrvices rendered, Consulting services thus oonstitute
an important service industry that has developed in the process of industrialise
tion,

L e - L e m e e

11, OROWIH OF DNDUBTRIAL OONSULTANCY IN PAKISTAN

In the above baockground, a review of the development of ocnsulting business in
Pekistan and the oomposition or structure of the oxisting consulting eervices would de
intercsting to those interested in oonsulting services in developing ocountries.

(o)

During the last two dccades, particularly since 1953, Pakistan has experienced |
tremondous growth in the field of imcistrialisstion. With 1950 as base (i.e.
1950 = 100) the index number of industrial production stood at 510 in 1960.
Sinilarly, with 1959-60 as base (i.e. 100), the index number has risen to 303 in
1970. There was thus, a very signifiocantly repid growth of industries in Pekistan,.

"~ This growth has been possidble because of good performance on the part of emtre- ;
preneurs in the private mector as well as availability of various industrial
services and institutional framework provided by the Govermment. Growth of indue-
tries, howcver, has not been vory easy. MNany technical and mar.gerial problems
of business concerme have grown with it. Hence, thc need for consulting business
hos also grown. |




There were hardly any consulting s rvices of rcputc available in Pakistan in
the 1950%'s. Thc main rcoson for this was that during the 1950%e, industrinlize-
tion was in the initial etages and the roduccers ugunlly had the scllers?! narket
wherein they were able te scll any corncdity they [ roduc 4 at o corparatively
higher price. For thies rcascn the dovelopment of consulting scrvices in Pokistan
was slow and thcere was lack of dircetion and co-ordinntiones But the consulting
scrvices now occupy nn important placc in thc over-all activity of businces in
Pokistan and many businesewen hcavily depend on consulting scrviccs to improve
their business operations and to guide their investment plans.

The rolc of consultonts in o busincss is the professiocnal work performed by
specially traincd and experienced pcrsons in helping management and tochnicians
of various entcrpriscs to sclvc businces problcms and maximize thc benefits from
economic opportunities. They do it by systematic analysis of facts and the appli-
cation of objective judgement bosed on spcecialized knowlodge, skills amd techniques.
The activity of oconsultants is not oonfincd tc solving thc problems in a purely
theoretical, abstract or tcchnical sonsce They do thesc things, it is truej but
the problem with which consultants dcal arc actioneorientcd, and their thinking
is direoted towards improved managerial and ccononic performance and rcsults for
the client, Thc rolec of conmsultants in devcloping countries is a little different
from that in developed countrics. The most important function of the oconsultantn
in a developing country is that of urging ad persuading the clicnts t. go about
their operations in a scientific mnd planned manner and, when necessary, helping
them towards a sound coursc of action.

With the pace of eocnomic development, Pokistan's cconomy is undergoing
structural changes and new types of manufacturing industrics are cmerging. Diversi-
fication in the production of new consumcr and industrinl products are toking
Pakistani manufacturcrs in'o new cad unfamilicr ficldes and cven differemt markets.
As the new shapc of industrialisation is developing, the nced for consulting ser-
vices is expanding with it. More and morc business cntcrprises nced it they
need it in greater dectail, with a high degrec of accuracy, supportcd by facts that
are as ocurrent as possidblcs This means thot the room for consulting busincses is
exponding. It is proposcd in the following toext to analysc thc growth of consulte-
ing busincses in Pokistan.




(v) Zxmes of Conguhtirg Scrviocs
Irdustrial development in Pakistan owcs n groat doal to the faoilitics ond
institutionnl fraumcwork provided by the Government. Briefly speaking the J-vernment

provided its vital holp in the folliow.ng fcrmst

(1) Industrial financing agencics such as Industrial Development Bank of
Pokistan and Prkistan Industrial Credit and Investment Corporatiom. Those organi-
sations provide loans in local and foreign currenciesy

(2) Industriel development ngencies such as Pakistan Industrial Developmont
Corporation - now two of thom, one for Enst Pakistan ond amothor fo- West Pakistan.
Those agencics nctunlly estoblish industrial wnits in ficlds where private sector
on its own is lroxangy

(3) Othor industrial sorvices such as industrial consultency and techmicnl
gaidance,

In this paper wc will discuss in great detail about industrial consultanoy
services. Bpeaking historically, the nced for business oonsulting scrvices wus
always felt, dbut in the initial stage of industrialisatior, Pokistani investors
dependod nlmost exclusively on foreign consultants for guiding them in investsmont .
plans. The main rcasons for looking towards foreign oonsultanmts wos that ot that
time no Pakistani consulting firm cxisted in the country. It was realised very
soon that the scrvices of forcign consultants were high.y expansive amd not up
to the roquirements of Pakistani oondition~. The main problema in using the
scrvices of foreign consulting firas woros

(1) Poreign consultants chargod prohibitively high fees, and the pagment
had to be made mostly in foreign exchangey

(2) It was found thot many times the roports they prepared were mot quite
suitable for the roquiremonts of Pokistun, some of them being of little use in
implomontation of the projcot.

It was on this realisation that in 1963 the Govermment of Pakistan deoided
to cstablish an organization ocopable of remdering profcssionnl advice im all
industrial activities. This organizetion was to work in olose collaboration with




various government and scmi-government crganizaticns conncetod with industrinl
development, Thie organication woe cstablished by the Ministy of Industrics
and Natural Resources, in co-cpertion with the Econemic Affairs Divieion and
wos named Invostment Advisory Ccntre of Pokistwn (IACP).

This ie the only claborrtc consulting organization which is werking in
both the wings of the country and ccvers all industrial ficlds. It has pro-
fossionnl staff in all ficlds o cngincering (civil, cleetricnl, nechanical and
ohomiocal), mnrket rusenrch, rgriculturc-boscd industry, industrial cconomics,
finance nnd gonecrw. managemont. The tcchnical personncl of IACP hove had ‘he
benofit of profcssional treining in the United States of Amcrica ~nd other
advanced ocountrics. IACP hns now covered almost s.ven yeors of its cxistoence
and during this span .t has complotcd about 400 projects of differont kinds, The
majority of thosc projoots were for clients in the privatc scctor. IACP obscrvos
strict scorocy and rulos of prefessional cthics. The privatc scotor projects,
thercfore, camnot be dis.usscd in detril. This organization hne made a definite
impact on industrialisation in thc country and has succeesfully and objeetively
filled up the vacuum of consultants in Pakistan up to a large oxtemt, The scope
of survoys and fcasibility reports ranges from ordinmiy consumer and industrinl
€oods to n huge survey of cloctric power for the cntire East Pokistan ‘ncluding
projections up to 1985,

It has oonducted complicated and claborste fonsibility studies not only
for Pekistani orgonisations  peroting in Pnkistan, but also for intcmational
ogoncies. For examplc, IACP hos compleoted five projcots for the RCD, two of thom
were "Tungston Filaments" and "Static Elcotric Equipmont”. Similarly, IACP has
couductod tarec surveys in Indoneein on behnlf of IPBCC (IndoncsinePakiston
Boonomic nnd Cultural Co-operation). Thosc studies were with srceinl refercnece
to (o) toxtilc, (b) fish cntohing, (o) rubber procossing. Among other things the
studies recommended ostablishment of ninc joint vonturce between the two countries
in the ficld of the above-mentioncd threc industrics, Amorg other intemational
assignments were a couple of surveys ccvering Afghoniston. IACF has alsc ocom-
pleted a survey of potrochemiocrl incustrics on behalf of UNIDO, wnd anothes study
on "Petrochemical End Products®, It nlso prenarcd for WNIDO n study on thc joint
ventures in Pakiston.



Bceides preparing feoeibility reports ~nd markct surveys for various business
organigations and cutonomous agencics, this organig~tion has completed o large
number of assignments piven to it by the Denartment of Investment Promotion and
Supplics, relting to the preparatio. of gencrol studics on various industries,
ncant for guidonec of Pokistani and forcign investors unfamiliar with the market
position of any industrye Furthcmore, IACP has clso undertaken and publfehod
cortain sclf-initictcd studice found tc be interesting and useful for potentinal
investors os well as the cxisting cntrepreneurs. Being the largest orgenizntion
cngoged in applicd rceeerch, IACP has conducted scversl studies of over-all
socinl and cconomic rignificance for the country. It has preparcd several studies
for guidonce of the Planning Commission in the formulation of thc Fourth Five-Year
Plan. It has alsc conductcd studies for rogional develcpment of lces developed
nreas in East and West Pokistone Similarly, it has conductod a gocio—economic
survey of greater Karachi arca to enable development of o Master Plan for Karachi.

In nddition to the Investment Advisory Centrc of Pokistan, there are about
twenty othcr consulting organizctions and/or departments opersting in Pakistan.
Thosc other institutions generally tend to offor specialized services in specific
ficlds only. Then, therc are small oonsulting deportmonts within big establish-
ments for conducting stulics wut thcse organizations rarcly go out to have their
work conducted by outside profcssional consultants. The consulting organisations
other than thc IACP cculd be bricfly described as followss

Co W@m‘ts nd Arencies withi ni 0

Under this cnrtegory comc such government departrents as WPSIC, EPSIC,
PICIC, IDBP anc somc business organigations. All those orgonizotions have
resonrch ceclls md thoy take carc of nll activities releting to different
indusirinl activiticsj but their services are not available to other
organizotions.

8imilarly, the WPIDC and EPIDC have set up consulting agoencics. Thesc
orgonigations have full-flodged consulting dopartments. In addition to
focding their parent organisotions, their scrvicos arc sometimos also avail-
able to outside prospoctive investors.
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b. Cogult igﬁ Agcncics Affilizted to Other Orgenizations

An inmportant joint venturc of Pnkist ani anéd forcign ccllcboration
(Lever Brothers) has rccently established o rescarch burcau to undcrtake
various surveys not only for it poroent orgonizaticn but clso for othcr
cliemts. Similarly, there crc certoin advertising agencies in Pokistan
which undertakc marketing surveys ond studics for their parcent dcpartments

a8 well as other clicnts.

ce 1L dont Co ting Or izations

In addition to the cbove, therc arc a number of independent privately-
owned consulting orgcnizations of various sizcs, mostly speciclizing in somc
spocific fields, Thcese arc classificd and described ost

(1) Construction and Enginccring

Thore are two relatively large Pakistani consulting orgonizations
(Associoted Consulting Enginccrs and Techno Consultants) which specialige
in construction and allied aspects of cngincering. Somctimes they take
up assignments on incustrial consultancy as a part of large construc-
tion projects for industrizl units. Their activity in such cascs extonds
to detailcd designing of plants. Besides ﬁndertaking pro jects within
¥ the country, thcy have also worked on intcrnctional projects in different
parts of the world. Their numbcr is growing grndually in both wings of
the country.

(11) Chemicnl Engincering

Onc organization (Chemical Consultonts Pak.ltd.) primarily specia-
ligoe in thc ficld of chemicals and chemical enginocering, although it
occasionnlly acocepts other jobs on preparntion of feasibility reports.

(341) Accounting-oriented Consultants

S8overnl auditing firus of Chartored Accountants have started under-
taking consulting assignments for thoir olicnts. This occurs specially
when new ocomponies are incorporeted and their firms of accountanic are
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preparing rcgistmtion documonts for thc ncew compeniecs. Because of
their auditing relationship with companics, they 2180 gc‘t'othor con--
sulting ascsignmments from time to time,

(iv) Markcting ond Management Consultants

There is one reputod consulting orgonization (Nasiruddin
Associntes) concentrating on morketing and management ficlds. This is
& fairly large organization and has worked on a nunber of projects.
Their specialization is in consumecr items and brand preforonces besides
pcreonnel sclection for businces companies and roview of oporations.

(v) Genercl Consulting Scrvices

There arc other consulting organizations handling over-all coonomic
and business fcasibility work for now and oxisting projects, working on
bchalf of the Governmment and semi-governmont organisations in addition
to privatc oncs. The largost of these organizations is Industrial
Promotion Serviccs, which in addition to offering general oonsulting
sorvices, offers its collaboration in the form of financial and tech-
nical assistancc. |

The other oconsulting organigations have limited operations and in
quite o few instances thoy have only onc or two consultonts who are
actunlly ongaged in the assignmeonts. Whenover nocessary, thesc orgoni~
zctions hire the services of other oconsultants on o part-time or job
basis to supplement their wm stoff.

As of now o number of oonsulting agenciocs have come up snd most of them

are doing axoellent work in scrutinizing investment opportunities, thus
utilising country resources most economically. Speoking commercially, tho
consulting orgenizations are doing reasonnbly well. Howcver, there are cer-
tain problems in the dovolopment of consulting business as a whole. If
offorts are made to romove thesc obstoncles, the consulting busincss will be
still morc fleurishing. The two principal problems arc as followst
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(1) Negd for Grester Rocognition

Consulting busincss has nct yot found general aceept ability in the
entcrprrneur clnass, Substantic! tiuc has been spent in opprizing prospective
investors nhout the rci. that : luciness consulting organization con rlay in
furthcring the couse of the investers in cmploying their resources most
intclligently. Undoubtcdly, o high degrec of calcemanship is rcquired on
the part of consulting orgonizations, but at the scme timc the work should
be assigne? to the different consultonts on the besis of merit clonce Therce
igs a need that the Government makes it compulsory for investors to get o
feasibility recport prenarcd from “approved and acereditcd” consultontse This
would requirce two thingsst

Lo Government anc government—sponsorcd financing ~nd doevclopment
agencies should not ontertnin any application for invcstment projeots
unless it is accompanicd by o fcasibility report.

b.  Government should set up critcria and introduce a system of
opproved consultants ns it docs in casc of architccts who have to
certify soundncss of any construction plan.

(2) 4 onsultants? O zations

Consulting orgonizations in Pokistan have got o sctback on account of
their not heving o represoentative org-nization cntrusted with the task of
looking aftcr the consulting busincss os o wholc, Such an association of
consulting orgenizations is verr cssentinl and in devcloped countrics like
the Unitod States of Amcrica there arc orgmizations, such as Association
of Consulting Manogement Engincerse Such associations, besides protecting
the intercst of nrincipal consultonts, also develop a code of cthics which
is requircd to be followed by all associatcs. If such an drgmization is sct
up in Pakistan, the consulting tusincss will be very much streamlined ond
grievances on the part of cntreprencurs will be reduced substantially.

(3) Qutdeok for the Futurc

It is henrtoning to notc thet gradually the Gevernment of Pakistan is
recogniging thc importance of businces consulting scrvices in the face of
new problcems cmerging in the field of industrics. With growing consciouancss
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of the ncct for cost rcducticn and increcosing competitivences in busincss as
a whole, the scope for industrial consultency is oxpondinge Government has

been constantly omphosizing (fficicney, better utilizotion of capacity and
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checking of jrices. Thesc devel prnents are conducive to grovih of consultancy

business in Pokistan. How the consulting business devclops in Pakistan in

the futurc vill in fact depend upon the necessary protection from the Govern—

ment and the ability of thc ccnsultants themsclvee ~s suggested abovee.

I11. ORGANIZATION AND AIMINISTRATION OF CONSULTING HOUSES s A CASE STUDY OF IACP

The above discussion has indicated thet the Investmont Advisory Centre of Pokistan
(IACP) is thc largest orgenization in thc ficld of industrinl consultancy. It will
therefore bo intcrecting to discuss now the organizational and administrative pattems
and problems of consulting houscs bacced on the exomple of IACP.

(a) Oxganigotion sctup of IACP

The management of IACP rests with the Board of Managerse The Board
comprises the followings

1.

2
3.

4.

Se

6.
7.

A highly scnior official of the Ministry of Industries is nominated by
the Government of Pakistan to act as Chaimman of _the Board.

Managing Diroc'tora of PICIC and IDBP.

Secretarics of Industrics for Governments of East Pakiston and other
provincoBe

Chicf of thc Industrics Div? :ion in the Plamning Commission, Government
of Pokistan,

Finoncial Adviscr, Hinistry of Industries and Natural Resources, Govorn—
ment of Pokistan,

Prosident cf the Foderation of Chambers of Commerce and Industry.

Four private industrialists nominated by the Govornmont of Pokistan in
consultation with the provincial governmonts.

A Goneral Manager is appointcd by the Board for implementation and cxccution
of the policiocs laid down by it. The Genernl Manager is respori#ible for the over-
all efficient performance of the Centrc to the Chaimman and the Boarde In this




copacity he is the chief cxecutive and thus supcrviscs and controls the oy=-to-day
opoerations of the Centre. Bceides the usual cdministrotive staff, the Generel
Manager is assistcd by sonior consultants. For tcchnical operctions the Cenircls
activitics arc broedly groupcd in two divisionss

1. Busincse Division
2, BEngincering Division.

1ACP 2l1so has o regional off.cc in Docce., 4dn orgenizational chart of IACP

ic glven on Tge 14,

The Investmont Advisory Contrc of Pokistan conducts its operntion throuch
soveral dcpartments or cells. A bricf description of these departmonts is given

belows

(1) Busincss Rivision

oo  JQORORiCS
The functions of the Economics Cell inoludo the followings
(1) Colle¢t and collate avoilable statistics as woll as statistios

not now available but which may bo fequired for the dcvelopment
of industriess

(41) Conduct scctorel studios for specific industrics and define
opportunitios for invostmont within Pakistan keoping in view
various economic and financial policies of the Govermment os well
as broad coonomic trends within the country and abroadj

(111) Assess and rovicw from timo to timo the available and 1likely
%0 dovelop notursl ond human resources in the country and abroad
which oan help in industrial development.

b.  Linmee
The Pinance Cell of the Contre has the following broad rosponsi-
biliticss
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(1)  Prediet necds nnd amounts of funde requircc for any particular

investmont and suggest the most advantagcous methods for roising
them;

H
3
H
H
3

(1) Eetablish rcasonably accuratc cstimatcs of futurc Lreak-cven
points and cash flow statements,

°s  Moxketing
The Merketing Ccll bears the responsibility for detcrmining the
naturc of oxisting and potcntizl markets within and outsidc the count ry

for products rresently being manufactured locally or for products as

importcd into or cxported from thc country. Honce, thce functions have
been dcfined as followss

1) IMoasurc and cvalustc the cxtent of local and forcign markots
/

tc determine their charactcristics and forcoast futurc markets
within the country ond abroad;

(34) Decvelep marketing hudgets, including distribution cost and
6ther dotoails, to hclp the clicnts;

(141) Recommcnd markcting policics, plans and stratogics.

(2) Ennssring Rivision

The Engincering Division comnriscs three main acliag

e Industrial and Mochanical Engincering
b. Elcctrionl Engincering
6+ Chemicnl Engincering.

Broad functions of thcsc oclls arc given belows

(1) Bvalustc the relativc merite of differont processes and oquip=-
mont for the manufacturc of specific products or product lines ‘and
to orcatc now or modify oxisting products and proocsscs;

(41) Bstimatc costs of construction and manufacturing facilitios
including plant and machinory;
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(111) Design new and improved manufacturing systoms, oporations and
focilitice so thet they hert cchiove performence etandardss

(iv) Dcvclop the most «~onomical mcthods and plans for manufacturing
specific procducts, incluling the definition of monpower rcquiroments,
concrel srucification of motcriels, facilitics and utilities.

(3) Projocts Dopartmont

In addition to the above two divisions thore is another department called
Project Processing and Cosorcination Sectiorn (PPS) which operates on behalf of
end directly wnder the guidance of tli Genersl Nanager, The depertnent performs
the following fuictionst

a. Rcocive tho rcquests of the clionts by person or moil, arrange their
mecting with thc profoessional cxperte and Gonoral Manager and finnlisze

o nroposal of work. Prepeye projoct initiation forms after the client
has ncccpted work proposals, signifying stort of work,

b, Co-ordinatc tochnical cotivitics ond arrange review moetings.

gs After rcports are written by projcots loaders but prior to printing
or stoncilling, rcvicw and edit thesc reports and be responsible for the
format and their distribution.

d, Compile general stotistios on tcchnical activitios of the Centro.

(c¢) Operations
\dV] '

Whonover IACP undertakcs o job on bohalf of a client and until such timc os
1t ie completed ond the roport finclly handed over to the client, the emtire process
passes through a numbor of stcpss A briof discussion of thesc steps is given belows

Stepliosl

Whon o client appronches IACP for undertaking a job, a mecting for him is arranged
with the Gonoral Manager, PPCS and other professional cxperts. After it is clearly
doterminod whot would be the most suitable project for the cliemt and its scope is
understood by all concorned, the respcctive consultants work out specific plans of

!




worke Such meetings are fcllowed by o written proposcl of werk preparcd hy the
poartioipating deprrtments ond co-ordinatcd by the PPCS. In this preposal are
included the soope of work, period required for completing the report, fcee for
the projcct and terms of peyment. .e soon as this nropoacl is acceptod by the
client, thc proposal is fornelly initiatcd in the Centre.

Stop Eo. g

For the formal initiation of the project within the organizntion a Projcct Initioe
tion Form is issucd whioh outlincs the backgrounl, scope and objective of the
study, name of the participants rlong with thc namee of the project lender and
other cssociates and the time within which tho project will be completeds During
the ocourse of rescarch and investigations, if and when required, mcctings are
arranged betweon the clicnt and the IACP experts and periodically clarifications
made about thc conduet of the study. Necodlcss to say, reliance is plnced nootly
on first-hend information collected from ficld work instcad of desk rescarch alonce

St lond

On the completion of field work roport writing storts with coch participant work-
ing on his portion of the report. A4ll the portions of the report orc then co-
ordinnted by the Projoct Looder and sent to PPCS for cditing and finalizetion.
After editing, thc rcport is clearcd with thc General Manager and if there are
any oxtensive changos in the cditing, the report is rofcrred back to the authors
and finally cloared with thome ''nis process over, the report is mimsographed or
printed.

Steplic. d

As soon as the report is ready, the clients arc contacted and the report deliveored
to them on paymant of thc balence foc outstanding ogainst thom. The reports are
prepared for various purposcs and whonever o client nceds any clarification with
respoct to presontation of our findings to any other agoncy, JAC! takes the
responsibility of these clarifications.- After delivery of the repdrt 3, PPCS also
keeps in touch with the clionts to, find out how the client has utilized IACP find-
ings and tho state of implementation of thosc findings. A continucd rclationship
is maintained with the clients through follow-up ond sny subscquent probloms of
the olients arc attended to.
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(a) Fipancial Aspects

A brief discussion on financial aspects of administration of consulting
services is also celled for. We will now discuss the financial aspects of IACP

operations,

(1) Income snd Fipsnciel Requirements

The financial sources of a consulting organigzation, which are aiso
typical to IACP, are the fees charged from cliemnts for the work carried out on
their behalf. In case of IACP, however, the position is with a difference, Being
s Government-sponsored orgenigzation, it operates on & “no-profit, no-loss" basis
and it receives a certain amount of subsidy from the Government of Pakistan to
meet the overheads. In due course as the businees has expended, the ratio of Govern—
ment subsidy hes also declined,

IACP was sponsored by the Government of Pakistan with an aim to being a
financially self-sufficient organization in due ocourse. In the two initisl years
the Government subsidized 100 per cent for its operation. In the ensuing yeers,
the Centre started churging fees to its clients including the Government depari-
mente, During the past three years IACP has been able to generate its finances and
consequently subsidy of the Government has declined. In the ourrent finanoial
year the eamings of IACP, from services rendered to private and publio clients,
came Lo 60 per cent while the subsidy constitutes 40 per cent of its finances.

If the same trend continues, it is hoped that the Centre will be able to achieve
gel f-sufficiency in the next five yeers or Bo. ‘ |

(2) Determination of Fees e

An importent task of the administration of & oomsulting orgsnization is
to determine the fees to be charged for an assignment. Some oonsultants determine
fees on the basis of a rule of thumb forrula by charging & corté.in percentage
(i.es 0.5 per cent) of the amount of investment whioh the olient wants to under~
take. However, IACP follows a scientific and realistic method, namely estimating
the time cost of professional man-days required for any sssignnent. To this are
added travelling expenses and overheads. Thus the following are the ocomponents
of the fee estimatess |




(a) The costing of the time spent by consultant or consultants whilc dcveloping
information for the project and writing the reports.

(v) Expenses incurred on zccount of travelling within the country or abroad

including the daily trevel allowance pr/able to the persoinel over and gbove

their regular salaries.

(¢) The expenditure comprising overheads to Dbe incurred in the preparation of the
report.

This method of determining the tees, it may be mentioncd, is also adopted by
architeots and public auditors.

In a servicec industry staffing is a very orucial part of administration in a
particular unit. ‘In oonsulting bueiness, howevcr, st-.ffing assumes even a greoter
importance because the quality of the persomel determines the quality of consulting
service which can possibly be rendered by a cousulting organization. Parndoxiocally,
a oconsulting organization mey not be able to afford very attractive emoluments to
the prospective personnel. Some of the criteria that need to be applicd rigorously
in selection of personnel and staffing would bet

1., Professional training and background of personncl has to be excellent. The |
basic ebilities acquired for carrying out the responsibilities of consultants and |
the impresmiveness of +he background in terms of training and professional

attainments, as well os experience, will help prospective clients to look at their

plans with greater confidence and also understand as %o how consultants would be

helpful to them.

@, Most of the professionally ‘well-—que.lified personnel suitable for creative work
needed in consulting tend to have a strong ego in terms of the approach of their
studies and also their position in the organizational structure. These candidates
would require a certain adjustment in their working habits to suit requirements of
o consulting house. At the same time management has to make their best use in

organigation in spite of their psychology.
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3, The consulting organization while considering the case of ~ possible
appointment of a suitablc pcrson mey be tenpted to usc the services of a person,
However, thc managenent has to m-k. surc whether his time would be fully ulilized
in the orgoniza.ion. No business, nuch less 2 consulting house, con afford an idle

capacity.

4. Dcpartnentalization of consulting staff into various divisions ~nd sections

i nlso not ~ simple exercise., Meny o timc the management may choosc o good person
in o department where he nay find less opportunity of demonst rating his abilities

or he may not be avle to ndjust himsclf with others in that particuler department .
Henoe, the pcrson may have to be transferred to any other departmentj altematively,
an altogether new deportment may have to be opened for the best utilisation of 2
particuler person.

5 Finzlly, from the financial point of view & consulting organigation may have
to settlc down with thc second best possible persons in gclection of personnel
inasmuch as it may not be able to compctc with other organizations able to pay

more attrac.ive salaries.

In brief, staffing problems from the point of view of o consulting organization
would eim ot attrncting talents that enjoy creative work and are research oriented
to an extent that they would be willing to sccrifice higher salaries and other
bencfits which they would be able to enjoy in alternative employment opportunities.
Fortunately, in every society there are some people with a bug for research and
independent work, away from the hub of manufacturing and administrative assignments.
It is this small section of professional people which a consulting organigation will

have to look for.

(f) Challonges for the Management in o Consulting Organigation

The foregoing discussion has attempted to bring forth some of the serious
problems in the organization ~nd administration of a consulting organigation. The
administrator or the management in a consulting organigation specially in developing
countries has certain very scrious challenges. Some of these challenges could be

mentioned us followss




1. Promotional Work Versus Aduidnistration and Routine Work
[ o . Bt e il B - - A

The first ch-llengc for the manager nf o coareulting organization is the
balance that hc has to maintain between business developaent ond intemel

cdministration. Both of thex Liave to ¥ hendl-d with gr ot nttention and abilitics.

Business developmont is irportant bocousc bread And butter for the cntire
organization comc fron these efforts. On the cther hand kcoping the house in order
is n basic intcmel requirement for any organization specinlly o consulting
organigetion which has sc mony pcrsonnel probleme mentioned above. It is true

that the top mancgement can share somc of its burden with seninr staff members in

other lcvels of management.

Ae far 28 the business dcvclopment 18 concerned, it is more than a mere
truiem that the best business developnent comes from the imprcssion that the
individual consultants mcke upon the prospecctive clients. To some cxtent the
individuzl consultants can alsc sharc the burdcn of thc management by undert aking
trips to prospective clients and impressing upon them the desirability and utility
of aseigning projccts to them end suggesting creative jdeas. However, time
allocation bctween promotional act:vities and the actunl rescorch and consulting
work is 2 very uclicate problem for the individual consultants too. Idcally, one-
fourth of the time is devoted to promoticnal cctivitics and three~fourths to the

main research ir o consulting orgenization. Needlces to say, this distribution

applies to reletively senicr pcrsonnel who do come in touch with the clients and

who are expected to undertoke some promotional work for the organization.

As far as the top manage: cnt is ccncerncd, at lcast two-thirds of the time
should be devoted to business development and onc-third for intemal administration.
On the face of it, one-third may scem to be a very moderate proportion for intemal
administration in view of all the important problems nentioned in the following
section. However, for moist ol the administrative problens other administ rative
help is usually available 10 {he top management and only special cases are likely
to be referred tc them. Moreover, thc mere foct that in certain promotional
activities and programmes of business deveclopment, the top managenent would like
to associste the senior personnel with itself. Therc is an adequite opportunity
of persomnel development as well as acquiring itself with progrces, performance
and any possible problems that may come up from timc to timc.




In the casc of prominent ccnsulting crgonigations - particuizriy the
Govermment-sponsored oncs - business development and promotional activities includc
another disousesion which is tc¢ keep liniscn with relevant government departments
and other autonomous bodies which have been nlso divided into three categoriess

(a) Financing instituticns
(b) Research end Technical organizations
(c) Other cesentinl industries.

Kecping liadson with such organizations is important not only for promotional
purposes in the sense that business may genernte from some of these organisations,
or because of certain policies of thcse organisations, but also for the reason
that a consulting organization can keep itself nbrecast of some technioal developments
in the relevent fields. This kind of linison with sister organisations, however,
can be maintained ot two levelst

(2) At the level of top management
(b) At the level of senior personnel,

At both these levels the liairson will pay high dividonds,

2. Pxpopwion Versus Congolidntion
Another rclated problem for the managermcut of a consulting organisation is
planning of cxpansion of consulting services. With thc growth of business, expansion

in oonsulting services in the sense of opening mcre officcs within the country or
abroad is a very attractivc prospect.

However, opart from finenciel implications, expansion also presemts serious
problems from the point of vicw of time and attention of the top management itself.
The decision regarding consolidation versus cxpansicn ie & crucial part of the
managenent decision in a consulting orgamisation.

3. Quality Control

This brings us to a very important problem in a consulting orgmmisation.
Quality control is a very great ooncom to the management of consulting services
as indeed in any other service industry. Crowth and expansion of a consulting




crgonizetion arc contingent upon the qurlity thet can br maintoincd.  as
discussed earlier, dcmende on the time of nmonagemcnt of a censulting organization
are heavy from the pcint of vicw of lusincse dcvclopment 2nd promotion os well os
internal personncel protlems. Of the o1 e=third time avoilable to top manngement
for intemal adninistroticn, at least two-thirds would have to be deveted to
quality control. Quality contrcl, nccdless to say, encompasses & vory wide sphere
of rceponsibilities ond activitics. This includes not only the depth cf the
research that has gone into the nreparnticn of any study through consulting
organizations, but a}sc includes the presentcotion ~nd cven the final setup of

the reports that core preparcd. Management hns to mcke sure that the consultants
hove put their best efforts into it with respect to cccuracy of forecast,
soundness of the advice and relevancy of the findings. As far as the presentaticn
is conccrned, a thcrough cditing of the report irs required beforc it is finally
printed cr othcrwise reproduced. The final rcsponsibility about the quality of
the assigment by o consulting crgnization lics with top managenent in the
internal control preceass. Thercforc, the management has to moke surc that the
report has been well prescnted end well produced.

The above was indccd a very bricf analysis of problems and chollenges of
administration of consulting scrvices. Conmsultoncy is o sophisticated service
industry cven in highly industrializcd cconomics. Since consultancy has started
de.eloping in devcloping countries likc Pakistan, thc challenges are more scrious
than in developed countries. The administration of consultancy scrvices in
developing cowitries is subject tc twc tests and scrutin’cs from two quarterss

1. TProm the foreign consultants whose businces is being taken away ond,
2. from the clients themselves who moy say "Physician, heal thyself".

There is, however, no doubt that the challenges will be met a8 cusily as was
the initial chelionge of starting consulting services in developing countrics.
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