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Kuala Lumpur on May 9, 1977 :
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It gives me great pleasure to bhe 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 Sector. I feel highly honoured to be invited
to share my thoughts'with you on this important subject.

It occurs to me, however, that I shall be treading on grounds that
I am less familiar with. Diagnosing medical problems is not the same as
diagnosing management problems. The former is an individusl examination,
while the latter is a group scrutiny. Nevertheless, both have one
common factor, the human factor. Indeed it has often been said that if

you look deep into any problem you will find that at the centre 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 resources
available to, implement them. The availapility of high-talent manpower is
crucial to the success of the implementation of any development plan,

The managerial, scientific and technical manpower required 4s in
constant shortage while the public sector ever increases its scope.
Management of the public sector is now a professional functici, and no
longer an amateurish occupation.

The public sector in many developing countries today has expanded
very fast, particularly in non-traditional areas of Government, such as
in commercial and business undertakings so that management in the public
sector not only has to be streamlined but has to be appropriately
upgraded to accommodate the new functions and the consequent changes
that the diversification of Governmaental activities has brought to bear.
The massive expansion of the public sector has been made largely .
necessary in view of the development of long-term and middle~term economic
plans consistent with the socio-economic objectives of many Governments
to eradicate poverty, to reduce income disparities and imbalances among
the different ethnic groups and regions, to improve income lavels and the
quality of life of the people.

These are indeed apparently simple objectives but they are
gigantic tasks; which, when translated into programmes and projects,
pose tremendous challenge for re-orientation, initiative, improvements
and innovations before the public service could effactively perform
these new tasks. This applies particularly in the agricultural and
industrial sectors where public enterprises cor corporations predominate.
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wlilll Lhe growing complexity in the business of Govermment, no
country, developed or less developed, can afford to ignore the need to
modernize the Governmental machinery, its systems, procedurcs and its
organisational designs.

The civil service of some of our countries hag to be r-vamped
and restructured so that it is development-oriented. Administrative
reforms and modernization are imperative so that the machinery of
Government is geared for development purposaes.

Modern management tools and techniques have to be introduced.

upled with this is the need to have an efficient Management Information
System to provide the national Government with the right, up--to-date
and timely information and data for planning purposes.

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

For a long time, developing countries have had to contend with
the utilisation of foreign consultants in the planning and implementaticn

-of large projects especially those which are tied to foreigrn technical

assistance. Invariably, these arrangements are very costly and not
always desirable because, as the spectrum of public sector management
expands, we will continue to need the services of management consultants
in larger proportiona which will therefore deprive 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. tHowever, the evclution of
local consultants has not been without its birth pains. Unlike other
professions, such as the medical or legal professions, thzce are no
strict formal qualifications required for management consultants. to
practise in developing countries, such as in ikelaysia. aAs such there
are various disparities in competence, skills and ethics displayed by
management consultants.

In view of this rather unfortunate development, the rols of
management consultants in national development has not been fully
appreciated particularly by managers in the public sector at a critical
time when developing countries in this region have embarked on policies
and programmes for exploiting their industrial and agriculturzl
development potential. In Malaysia, the various develcopment programmes
as outlined in the Third Malaysia Plan, can provide considerable
opportunity for the utilisation of management consultants. It is my
velief that in order to ensure that the country and the profession
benefit fully in the implementation of the Third Malaysia Plan,
recognised practitioners in consultancy should establish a professional
body, such as a national association of management consultants, to set
and uphold standards of performance and ethics so that hoth Government
and entrepreneurs; requiring the services of consultarks cai heve a
professional reference point with regard to the competence and merit of
individual consultants and consulting firms. 3uch 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 corporations).

May I at this juncture, emphasise that the management of
development implementation in developing countries is very critical to
the attainment of the Government's socio-economic objectives.

Therefore, management consultancy services become very vital because
they assist development personnel acquire the necessary technical
knowledge, skills and tools which they require to fulfil their critical
roles in economic development programmes. As you are all aware, the
immense expansion in industrial growth has been accompanied by an
impressive development of management functions.
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In conjunction with,; and to some extent as a result of this growth,
management consulting generally has achieved professional recognition
from Government agencies and industrial corporations in more advanced
countries for its professional capability in the timely analvsis and
definition of problem arecas; for its objective evaluation of alternative
solutions and for its interpretation to management of the benefits and
penalties assoclated with each of the alternative soluticns considered.

In this part of the world, howevar, ths rendering of management
consultancy services has keen hampered by several problems which can
be enumerated as follows :-

(1) Management consultants, particularly foreign consultants,
find it more difficult to know the intricacies of
Government procedures, institutional arrancements and
decision making processes of developing
countries and as a result their specific recommendations
for overcoming managerial problems are not always
implementabfe;

(2) The fees charged are often considered excessivelv high
though this is perhaps a controversial issue;

(3) Managers of Government enteryrises are hesitznt to
reveal ddfects of the management to consultants from
the private sector and thus the core problems for vhich
consultants were hired were never substantivaly dealt
withs

(4) Public sector managers do not have access to
information which would assist them in the oroper
selection and utilisation of consultants;

(5) In many cases managers are unable to identify the real
proklems concerning their organisetions and do not
quite agreze with consultants on various phases of
consulting assignmeiits.

In view of the ever-widening spectrum of managerial activity in
the public sector, it is my fervent hope that consultants and managers
appreciate each other's problems and develop a common understanding on
various methodologies in problem identification and the cholce of
alternative solutions.

I understand this Seminar will focus on these igsues in order
that public sector managers would be exposed to the proper role of
consultants and how they may be effectively identified and selected for
specific assignments. In public sector development, the proper selection
and utilisation of consultants are very important begause a goond
consultant should be able to motivate and advise public sactor managers
onh how to organise and manage their enterprises and to increase their
effectiveness by instituting important changes in the orea of knowledge,
attitudes and skills. Experienced consultants should ke able to help
their clients innovate by introducing new concepts and techniques into
their organisation and to bring about substantial changes and orientation
to new perspectives.

You are all perhaps aware that there is a common tendency in
many industrial sectors for management to lose touch with advance
management techniques and the latest scientific and tochnological
davelopments. When this occurs industrial products mav lose their
competitive characteristics; s@les may drop, production slacken and
costs rise and new products may not be developed when required.
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Under thes continuous pressure of day to day crises, management is often
unaware of the real problems behind their difficulties, or else awarce Luc
unable to develop effective solution. Hence, the need for effectively
developing consultency talents within our business environment. It is o
fact that consultants,; like menagers in development enterprises, must be
trained. One often hears of managers complaining that consultants 'Yhoruow
your watch to tell you the time'. This is often true when people decicde
to bzcome consultants overnight. Ne one can really become an instant
consultant even if he has considerable manzgement experience behind niing
Management consultancy is a full profession and a management ccnsul tant
indeed has to proceed professionally in his work with a clear diagnosis
of the problem areas, take his client into his confidence and only
poescribe appropriate solutions which are practical and 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 consule
tants in the public sector and that the Asian Centre for Development
Administration has invited reputable consultants from the private sector
to engure that the trdining will be practical, effective and impactful.

At this stage of our development in Malaysia, it is my belief
that in the interestc of the Third Malaysia Plan, the public and private
sector consultants should collaborate, where possible, to ensure speedy
and efiective impldmentation of the various development programmes. For this
reason, I think the private sector consultants should take note of the
developments following this seminar in order to take advantage of
opportunities for collaborative effort with in-house consultants, I
beligve the time has come for governments in this region to develop thair
owil nanagement consultants to the professional level in order to supplo.-
ment the services of local and foreign cunsultants from the private sector,

The proliferation of public corperations, following the entry of
govarnment into the industrial and commercial ventures, signifies a
growing need for talented in~house management consultants. However, tho
need for government in-house consultants is not just a guestion of filling
the void hut for & very important reascn. We need a new breed of consul-
tants who will be catalystic and futuristic in their perception and apirois
to development. They should in the first instance have a strong commitinoii:
to speed up the development process end do all that is possible to upgrod
managerial performance at all levels in a professional and skilled maur.
This is their developmental role and this can best be secured within &
in-nouse organisation.

To my bﬂllcf two qualifications are indecd desired of the in~house
consultant, irst the consultant must be able to plan and think ahezd .
into the future -~ &nd ba aware of the world environment and of develonmub?;
beyend his immediate focus. Changss are growing at @.fantdstlc rate an.
quite likely today's answers will not fit tomorrow's' situations. This is
perticularly true of developing countries that are now attempting to spacd
up their growth process. It, therefore, becomes necessary that consultants
assist the public sector pldnnlng for future development by identifyirg
opportunities for government Jnvestmerts and clarifying development iscues
critical to government operations. e ideal consultant is one who @oen rot
merely remedy immediate problems but forestall bigger problems from emercing
through diagnostic counselling.

Falling within the second desired gualification is that, the tasgk
of the consultant is not confined to problem=solving, planning or economic
analysis. He is above all an educator and a teacher of management in the
formal sense through contact with the personnel of the organisations he has
been called upon to advise., In terms of the smocth implementation of the
national development effort, the educational function of the consultant is
a crucial part of his work particularly in areas where there is a true need
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fer men-qgenent development. A good censultant would not only analyse
situations and propose answers to problems but would also leave behina
an angreciation of the tools of his analysis and an explanation of the
rationale behind hils proposals. One has to be reminded that the best
consultuncy results are produced whers managament is best. In short, it
takes an efficient manager to use a consultant effectively becaus. in
many stages of consulting work, the collaboration and cooperation of

the manager is crucial tp the development of impactful sclutions.

I am informed that the distinguished group of participants attending
this seminar have been specially picked for the job. To all the partici-
pants I wish you success in your deliberationg and hope ACDA will be able
to construct effectivg methodologies for devealoping management consultancy
training in the interests of the socio=-economic development of developiizg
countries in the Asian region. I also hope that the seminar will enhance
opportunities for yreater regional collaboration among experts in manage-
ment development such that the lessons of experience in development can
be shored by all of use T hope that the Asian Centre for Development
Administrntion will continue to stimulate and facilitate further efforts
towards the rescluticn of common development problems which have become
more complex with the advance of industrialisation. Through Asian regionol
coll-boration I hope we will benefit as partners in future development.

I wish all of you, the participants to this seminar, a pleasant st
in Kuala Lumpur.

KUALA LUMPUR,
Ehb Mei, 1977. (dikeluarkan pada pukul 2.00 petang)
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