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SEMIN~~R ON NAiirkGEfi'ENT COXWLTCNG CAPABILITY 
FOR PUBLIC SECTOR _L_-- ._V*:_ __c*._ 

Speech by the Deputy Prime Ninister, Dr, Mahat'nir (22 _ amad, at 
the inauguration of the Seminar on the Development of 'In=house Management 
Consulting Capability for the Public Sector at the Regent !-IO-&~, 
Kuala Lumpur on May 9, 1977 : 

It gives me great pleasure to be able to address this distinguished 
audience representing many countries of the Asian region on the occasion 
of this international Seminar on the subject of Management Consulting 
Capability for the Public Sector0 I feel highly honoured to be invite2 
to share my thouqhtawitn you on this important subject, 

It occurs to me, however, that I shall be treading on grounds that 
I am less famili& with, Diagnosing medical problems is not the same a:; 
diagnosing management problems* The former is an individual examination, 
while'the latter is a group scrutiny0 Nevertheless, both have one 
common factor, the human factor, Indeed it has often &en said that if 
you look deep into any problem you will find that at the centrc of it is 
the human factor, 

One of the most challenging tasks facing the less developed 
countries is the development of the human factor or human resource 
development, Socio-economic plans are only as good as the human resourc'is 
available to. implement them, The availdoility of high--,taleflt manpower is 
crucial to the success of the implementation of any development plan, 

The managerial, scientific and technical manpower required %R in 
constant shortage while the public sector ever increases its scope0 
Management of the public sector is now a profL;ssional functioil and no 
longer an amateurish occupation, 

The public sector in many developing countries today has expanded 
very fast, particularly in non-traditional a~cas of Gov,arnment,> such as 
in commercial and business undertakings so that management iii the public 
sector not only has to be streamlined but has to be a3propriately 
upgraded to accommodate the new functions and the coytseyuent changes 
that the diversification of Zovernmental activities -has brought to bear‘. 
The massive expansion of the public sector has been made largely . 
necess,zy in view of the development of long-term and middle--term economic 
plans consistent with the socio-economic objectives of maily Governments 
to eradicate poverty, to reduce income disparities a~:d imljalanccs among 
the different ethnic groups and regions, to improve incomr? levels and th< 
quality of life of the people, 

These are indeed apparently simple objectives but they are 
gigantic tasks, which, when translated into programmcs and projects, 
pose tremendous challenge for re-orientation, initiative, improvements 
and innovations before the public service could effectively perform 
these new tasks, This applies particularly in the agricult.ural and 
industrial sectors where public enterprises or corporations predominate, 



ULII LIE grvwing complexity in the business of Government, no 
country, developed or less developed, can afford to ignore the need to 
modernize the Governmental machinery, its systems, proccdurcs and its 
organisational designs, 

The civil service of some of our countries hcs to be r,:vamped 
and restructured so that it is development-oriented, Administrative 
reforms and mcdernization are imperative so that the machinery of 
Government is geared for development purposes, 

Modern management tools and techniques have to TX introduced, 
Coupled with this is the need to have an efficient Mansgem.znt Information 
System to provide the national Government with the right, ulp=to--date 
and timely information and data for planning purposes, 

All these need highly deveioped manpower expertise in the 
national Government, The development of such expertise takes time. 

For a long time, developing countries have had to co~3t~~nd with 
the utilisation of foretin consultants in the planning a.nd im:,-,lementati~:n 
.of large projects especially those which are tied to foreign technical 
assistance, Invariably, these arrangements are very costly and not 
always desirable because, as the spectrum of public sector ma:isgement 
expands, we will continue to need the service5 of managzinellt consultants 
in larger proportions which will therefore clepoive us of the opportunity- 
to be self-sufficient in consultancy expertise, It also follows, that 
given equal competence and expertise, our indigenous consultants should 
be less expensive'than those from overseas, Zowever, the evolution of 
local consultants has not been without its birth pains, Unlike other 
professions, such as the medical or legal professions, tiler? are no 
strict formal qualifications required for management consultants. to 
practise in developing countries, such as in flalaysia, As such there 
are various disparities in comp&cnce, skills and ethics displayed by 
management consultants, 

In view of this rather unfortunate development, the rol? of 
management consultants in national development has not been fully 
appreciated Qarticularly by managers in the public sector at 2 critical 
time when developing countries in this region have embarked 0:). -policies 
and programmes for exploiting their industrial and agricultural 
development potential, In Malaysia, the various develc;:-lmrnt prograa;mmes, 
as outlined in the Third Plalnysia Plan, can provide co:~~sidersbla 
opportunity for the utilisation of management consulta:ntsO It is my 
belief that in order to ensure that the country and the profession 
benefit fully in .the implementation of the Third Malaysia ?lan, 
recognised practitioners in consultancy should estaXish a professional 
body, such as a national association of management consultants, to set 
and uphold standards of performance and ethics so that both Government 
and entrepreneurs, requiring the services of consultan s k caj:i have a 
professional reference point with regard to the competence and merit of 
individual consultants and consulting firms- such a measure would 
promote greater use of consultancy services which would assist in 
strengthening the managerial capability and productivity of the para- 
statal bodies (public corporationsj O 

May I at this juncture, emphasisc that the management of 
di?velopment implementation in developing countries is very critical to 
the attainment of the GovernmentCs socio-economic objectiveso 
Therefore, management consultancy services become very vital because 
they assist development personnel acquire the necessmJ.? technical 
knowledge, skills and tools which they require to fulfil their critical 
roles in economic development proqrammes, As you are all aware, the 
immense expansion in industrial growth has betn accompanied 3y an 
impressive development of management functions, 

(more) 



In conjunction with, and to some extent as a result o? this growth, \ 

management consulting generally has achieved professional recognition 
from Government agencies and industrial corporations i.L: more advanced 
countries for its professional capability in the timely an;l.ysis and , 
definition of problem areas; for its objective evaluation of alternativ'l: 
solutions and for its interpretation to management of the benefits and * 
penalties associated with each of the alternative solutior~~~ co?.lsidered. 

In this part of the world, however, the rendering of mai?agement 
consultancy services has been hampered by several problems which can 
be enumerated as follows :- 

(1) 

(2) 

(3) 

* (4) 

(5) 

Fanagement consultants, particularly foreign C~ilsUltants, 
find it more difficult to know the intricacies of 
Government procedures, institutional arrangements and 
decision making processes of developing 
countriT?s end as a result their specific recommendations 
for overcoming managerial 
implcmentab~e; 

problems are not alwqs 

The fees charged are often corlsidered excess:i.vel~ high 
though this is perhaps a controversial issue; 

Managers of Government entcqrises are !Icsit,ant to 
reveal dt'!fccts of the management to consultants from 
the private sector and thus the core problems fo.~ &ich 
consuJ_tants were hired b:erc never su'-Jsta.;*i(-ive.l;r _ / 4ml t . . 
with; 

Public sector managers do not have access to 
information which would assist them in the :?rop::r 
selection and utilisatiorl of consultants; 

In many cases managers are unable to ide:itif-- t& rea1 
problems concerning their organisstions and clo :~t .-. 
quite aqrlzc with consultants on various phase of 
consulting assignmei-its, 

In view of the ever-widening spectrurr! of managerial activity in 
the public sector, it is my fervent hope that consultants a~1 managers 
appreciate each otherOs problems and develop a common un:~crstanding on 
various methodologies in problem i:lentification znd the ciioice of 
alternative solutions, 

I understand this Seminar will focus on these issues in order 
that public sector managers would be exposed to the proper role of 
consultants and how they may be effectively identifi.4 and selected for 
specific assignments.= In public sector development, the pr?per selection 
and utilisation of consultants are very important betaus? a gGnd 
consultant should be able to motivate and advise p'uaIic sector managers 
on how to organise and manage their entertprises and to increasr: their 
effectiveness by instituting important changes in l-h<: area 0.f !anowledgC: y 
attitudes and skills, Experienced consultants should be able to help 
their clients innovate ljy introducing new concepts an?, tzcilniques into 
their organisatiorL and to bring abcut substantial changes and izientatioil 
to new perspectives, 

You arc all prhsps aware that there is a coLmmon tendency in 
many industrial sectors for rnanqernsit to lose touch with adve_!ce 
management techniques and the latest scientific and t~::chnolo~i.cal 
developments. When this occurs industrial products ma?: Lose l3Iei.r 
competitive characteristics; seles may drops production slacken and 
costs rise and new products may n& be developed wheil rcquircd, 



LJnder the continuous pressure of day to day crises, management is often 

unaware of Yne real pro;->lems *behind their difficulties, or else aware :.xx~ 
unable to develop effective solution, Hence, the need for effective?_! 
devolopbng consultancy talen';s within our business environment0 It j.Y; ;. 

fact that consultants, like managers in developmen-t enterprises, must bo 
tx-:5_ncd. Or,? often hears of managers complaining that consultants ~]X)~L’~~LI 
your watch to tell you the times. This is often true when people deci+ 
to ILxxorne consultants overnight, No one can really become an instant 
consultant even if he has concTG .,rderable mnnrgement experience behind hii!~;, 
Management consultancy is a full profession and a management ccnsul-!zant 
indeed has ta proceed professionally in his work with a clear diagnosis 
of the problem areas, take his client into his confidence and only 
pk3cscribc appropriate solutions which are practical ar:d within the 
comprehension of his client, I am glad to note that this seminar will 
devote extensive coverage to the methodology for the training of consul- 
tail-ts in .the public sector and that the Asian Centre for Development 
Admillistrstion has invited reputable consultants from the private sector 
to sxwc that the trLSining will be practical, effective and impactful, 

At tllis stage of our development in Malaysia, it is my belief 
that in the interests of the Third Malaysia Plan, the public and private 
sector consultants should collaborate, where possible, to ensure speedy 
and ef%ctive impl@rnentation of the various development progrsmmes, For this 

reason, I think the private sector consultants should take note of the 
developments fol,lowing this seminar in order to take advantage of 
opportunities for collaborative effort with in-house consultants, I 
believe the time has come for governments in this region to develop th;tri.r 
OWIl rnsnagcment consultants to the professional level in order to sup@-_=- 
ment the services of local and foreign cunsultsnts from the private sect.;r. 

The proliferation of public corporations, following tine entry oY 
govznment into the industrial and commercial ventures, signifies a 
grosdng need for talented in-house management consultants, However, 'ill? 
need for government in-house consultants is not just a question of filli-.T 
the void ?3u.t for a very important reason, Xe need a new breed of consult j 
t?XkS who will be catalystic and futuristic in their perce@zion and ?~J~XLC~I 
to development, They should in the first instance have a strcng COIX?iti::JX1: 
to sgcod up the development process ?l?d do all that is possible to upsr:.':t? 
mantgsial performance at all levels in a professional and skilled ma:i;i.>.‘u 
'This is tn;ir devolopmentzl role and this can bzst be secureti within a;1 
in--'house oryanisation, 

To my belief, two qualifications are indeed desired of the in-house 
consultailt, First the consultant must be able to plan and think aherd L.,LI 

into the future -- and bc aware of the world environTent snd of dev~loT_'7'.,i~l.i.~~~~ 
beyond his immedicitc focus0 
quite likely today's 

Changas arc growing ate fan&tic rate 6. 

answers will not fit tomorrow's' situations, 'Thiz i:; 
particularly true of ievoloping countric;; that are now attempting to :j;~~::?~: 
up their growth process. It, therefore, &comes necessary that COIISU.~_‘CXI~;:;~ 

assist the public sector planning for future development by ic!entifyiIXr 
opportunities for government investments and clarifying development is:u~.% 
Critical to government operations, 'The ideal consultant is one tiho :?xL: not 
merely remedy immediate Froblcms hut forestall bigger problems from e;!e::(in: 
through diagnostic counselling. 

Falling within the second desired qualification is that, the tas:: 
of thi: consultant is not confined to problem-solving, planning or economic 
analysis, He is above all an educator and a teacher of management in th:. 
formal sense through contact with the personnel of the organisatiolls hr-: ha.:, 
been called upon to advise, In terms of the smooth implementation of the 
national development effort, the educational function of the consultant is 
a crucial part of his work particularly in areas wh;;re there is a true IK?C~~ 
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fcr !X*il~~g:-YEYlt devclopmcnt, A good consultant would not only analyse 
SituFiti?ZX C.11,~ Froposc answers to ~~robizms but would also leave behind 
an a:qrcciation of the tools of his analysis and an explanation of the 
.r;~tio~ralz behind his propos;:ls, One has to be reminded that tne best 
c._jilsul-t.lncy reslilte are [JrOdUCed where- manag.?mcnt is best, in shorty it 
take.s <ln efficient manager t o use a consultant effectively becaus in 
maq~ staries of consulting work, the collaboration and cooperation of 
the ma!:ager is cruCia1 tp the development of impactful solutions, 

I am informed that +zhe disti:!guished group of participants 
. . attr iX; :!.1?;7 I 

tllir, seminar have been specially picked for the job, To all the pcartiC.i-+ 
pant:; I d_sh you success in your deliberations and hope ACDA will be n3i-i 

to c;>ns'truct effective methodologies for developing managcmcnt COnsUlt-~iX~ 
training in the interests of the socio-economic development of devclo:>:ii:,J 
colmtries in the Asian region, I also hope that the seminar will enhancer 
opprtunities for greater regional collaboration among experts in manage- 
ment development such that the lessons of experience in development can 
be sh9ed by all of us0 I hope that tnc Asian Centre for Development 
Administr~:tion will continue to stimulate and facilitate further effort,? 
towards the resolution of common development problems which have became 
more Complex with the advance of irdustrialisation, Through Asian regi,>:-& 
toll--l&ration I hope we will benefit as partners in future development. 

I wish all of you, the participants to this seminar, a pleasant n?-_;( 
in Kuala Lump_~, 

(dikeluarkan pada pukU1 2-00 petang) 

mav:sri 

-_---__- ____--_- 
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