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II.

BACKGROUND:

An Expert Group of AAPAM met at Badagry, Lagcs State, Nigeria during
February 10-15, 1986 to consider Priority Areas in Public Administration
and Managcment in Africa. The meeting noted that the increasing demands
for improvements in management services had led to the establishment of
indigenous consultancy firms in many African countries. Most of the con-
sultants, although relatively young in the professicn, engage in major
assignments which would be of significant consequence to develcpment on
the continent. The Expert Group therefore considered that it would be
essential to improve the technical competence and capability of these
consultants so as to enhance the impact and efficiency of management ser-
vices. AAPAM was requested to act as a catalyst in initiating an organi-
zed and systematic apprcach to training in the practice of management
consulting.

As an initial step to implementing the reccmmendations of the Expert
Group, the AAPAM Secretariat considered that it would be useful to start
with a forum to sensitize and provide some knowledge and skills to senior
level policy-makers on the optimal use of consultants. A Workshop was
therefore proposed to bring together Senior Level Policy-Makers, other
users of consultancy services and Suppliers of these services who were
members of private or public consulting organizations. The Workshop would
be a working forum where participants reviewed past experience and spelled
out priorities and an action programme for the future.

INTRODUCTICN

The Workshop was officially opened by the Principal Secretary to the
President of Tanzania, His Excellency Ambassader Paul M. Rupia. Ambassador
Rupia highlighted the economic oroblems facing Africa which included depres-
sed commodity prices. rising costs of imports., heavy external debt service
obligations, restricted access to markets in developed countries, stagnant
or declining flow of development assistance and low rates of food production
amid rapid population growth. The multiplicity of these factors resulted
into severe foreign exchange crises affecting all sectors of the African
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economies. Yet, Africa "ended up exporting more foreign exchange than we
could import for purposes of fcod imports, machinery spare parts, as well
as consultancy .and professional advice".

Ambassador Rupia challenged the Workshop Consultants to realize that,
in the final analysis, "the initiative for solving our problems has to
come from ourse]vésg based on our own ideas and rescurces". However, he
pointed out that despite the increasing number cf indigenous consultants
in Africa, the impact of management consultancy had been minimal in impacting
change in - Africa's development processes. Igncrance, on the part of -
policy-makers, managers and administrators, on the type of consultancy
services available locally and outside was both a reflection of the non-
optimal utilization of local rescurces as well as the failure of indigenous
consultants to make themselves and their abilities known. Ambassador Rupia
concluded by saying that the answer to the problem he had outlined was not
to despair but to improve the utilizaticn of local resources "for structural
change and development".  (The full text of the speech . by Ambassador
Rupia can be obtained upon request from the [P/ Secretariat).

In his vote of thanks to Ambassador Rupia, Dr. Ibbo Mandaza, Commissioner
of the Public Service Commission in Zimbabwe echoed the significance of the
theme already spelled out by the Ambassador. (The full text of the Vote of
Thanks by Dr. Mandaza is available and can be obtained from the AAPAM Secretariat).'

In his welcoming speech, the Vice-President of AAPAM, Prof. Kwame Adjei,
emphasised on the theme of improving the technical competence of African
consultants as a priority area in the programme to improve public adminis-
tration and manacement. He pointed out scme of the constraints-facing
African consultants as being financial problems, lack of organizational and
logistical support, lack of acceptance even by their cwn institutions and
unfair competition from foreign organizations.

The situation, he saids should be séén as a source of encouragement
toward the optimal utilization of /ifrican consultants, which is a responsibi-
lity of all relevant individual professionals, institutions and African

policy-makers. (The full text of the statement by the Vice-President of
AAPAN can be obtained from the AAPAM Secretariat).



The Workshop was attended by 38 participants from 13 countries compri-
sing of representatives of user crganizations. representatives of indigenous
public and nrivate consultancy organizations, representatives of inter-
national organizations. some rescurce people and a few observers. The
full list of participants is attached to this report - Appendix 1.

SUMMARY OF PROCEEDIMES:

Workshop Proceedings:

The Workshop proceeded intc Four Working Sessions as follows:

1st Session: Presentations on ifanagement Consulting

2nd Session: Presentatiors on the State of Fanagement
Consulting in Africa

3rd Session: Experiences of Users of Management
Consultants

4th Session: Discussions of Experiences by'Supp]iers

of Consultancy Services:
(a) Private Suppliers of Consultancy Services
(b)  Public Censulting Organizations

The Fifth Session of the Workshop was devoted tc discussions in three
Syndicates by:

1. Public Institutions Suppliers of Consultancy Services

2. Private Suppliers of Censultancy Services

3. Users cf Consultancy Services

The aim of the Syndicates was to develcp recommendations for an fction
Programme by AAP/AM and other collaborating institutions on the optimal
Utilization of Management Consultants. The recormendations, which were
approved by a Plenary Sessicn at the end of the Workshop are presented
later in this Report.

Session 1: 2.32 p.m. Monday, 17 August 1987

Presentatior. on ifanagement Ccnsulting

Chairperson: Mr. M. Aboud
RPapporteur: Prof. C. tlutisc



Presentations:

1. Management Consulting Process: Present Practices and
How to Overcome them - by Kwame Adjei

2. Process of Drawing Up Terms of R;f@rnncc Present
Practices and How the Situation Can Be Improved -
- Jemes Nti

3. Optimal Utilization of Consultants - What Is, Why
Use, Who Uses Management Consultancy - by Iddi S1mba
Discussions on Presentations.
The Papers cnumerated various elements that are necessary for the
improvement of the prabtice of management ccnsultancy, ranging from

personal qualities, training and experience of the individual consultant ®
to institutional responsibilities in facilitating consulting assignments.

Points Emerging from the Discussion

- Many retired Permanent Secretaries or Senior Civil Service Fersonnel
are becoming Consultants, and they too, LTthough experienced, nced
training in the modern practice of management consulting.

- Consultants must familiarise themselves with the procedures of manage-
ment and of the key organizations which are their potential clients.

- Competénce in presentaticn, execution, report writing and communi -
cation should be emphasized.

- Organization of professional consultants is essential

- i consultant must always work with pecple in the organizaticn where
his services are, or will be, utilized

- To define Terms of Reference, the management should take time to
think out the goals and measures of perfcrmance and analyse problems
and their assumntions

- Terms of Beference should be worked cut between the consultant and
the client

- Training is needed in writing Terms of Reference

. - There is need for a body to regulate the practice of management
consulting.
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- Training of consultants should be by attachment to existing firms

- Users need to know what consultancy is all about, and so they
_ also need basic training
(Details of the discussions in the Session is available from the Secretariat).

Session 2: 9.00 a.m. - Tuesday 18 Auqust 1987;

Presentations on the State of lanagement Consultancy in Africa:

Chairperson: Dr. Ibbo Mandaza
Rapporteur : Mr. M. B. Durodolla
Presentations:

1. The State of Management Consulting in Africa - by Ngure Mwaniki

2. The Status of Indegenous Management Consultancy in Africa -
by Mesfin Terrefe

3. On the African Development Experts (ADEX) Facilities - by J.M. Duke

Discussions on Presentations

The theme of these presentations was the objective of improving the
practice of consultancy in Africa. The points emphasised in this resnect
were need tc:

1. Initiate efforts to bridge the existing gap between capacity and
capability

2. Facilitate closing of barriers between Users and Sunpliers of
consultancy services

3. Provide the learning experience on how to use consultants.,

To do this, there must be indications as to how the improvement of
capacity can take place in the first place, and then the various roles
played by relevant agencies in the process. Despite the concern ECA
attaches to these aspects and AAPAM's continual intervention by providing
assistance towards raising the cepability of African consultants, the
problem still persist. There are the inadequacies in the capability and
professional expertise and quality of work output by the indigenous
consultants themselves on the one hand, and unfavourable attitudes on the
part of User agencies and institutions involved on the other.
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Along with capacity and capability, the need for a Code of Conduct
and the development of professional Ethics for management consultants
in Africa was also strongly expressed.

Points Emerging frcm the Discussions:

In order to bring the main objectives of this workshon into focus,
and to ensure that the essence of the deliberations is not lost in
‘rhetorics, the following strategies and action plans were proposed:

- To assist practitioners and users of consultancy, crucial issues for
dialogue between donor agencies, users and consultants should be identified

- RAPAM should articulate the strategies and institutional framework it
proposes to adopt in finding solutions to all the problems identified
and for achieving the objectives of this Workshop and address questions
such as:

Tk Through what sources can the local consultants obtain funds and

finances for heavy consultancy projects?

~—* How can consultancy culture, managemant consciousness and

discipline be instillec in po]icy-m&kers'and public officers?

- Serious consideration to be given to professicnalising management
services practice in the public service, and to developing relevant
training programmes for the officers so as to retain them long
enough to make a realistic impact.

- ALPAM should meke efforts to document the status of management
consultants in Africa

- There is need for a formal Resolution to legitimise the decisions
and conclusions reached at the Workshop, and for all participants
to ensure that the resolutions will be followed up.

- A11 the issues addressed at this Workshop should be referred to
ECA for its intervention in giving support and expression to the
implementation of the Resclutions

7/" There is reed to have long term strategic planning for both the

- users and practitioners of management consultancy in Africa

- “Sources of resources for training and develooment of local con-

sultancy experts need to be identified, and a strategy for

implementation of a training programme clearly defined. (Details
of discussicn is available from the Secretariat).

A
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Session 3: 2.30 p.m. Tuesday 18 fugust 1987

Presentaticns on Experiences of Users of lManagement Consultancy

Chairperson: Ms T. Bare
Rapporteur : fr. G. Tibakweitira
. Presentations:

1. Experiences in the Use of FManagement Consultants in Tanzania
w2 - by W. H. Shellukindc and S. K. Mtali

2. The Role of Consultants in the Seyche]]és - by Maryse Roberts

- 3. Effective Utilization of Consultants: Lesothc's Experience
- by Jules Letsie

4. Optimal Utilizaticn of Consultants: Swaziland - by S. Ceko

The brééentation i]luétrated the use of consultancy services and the
problems experienced. These include:

- Insufficient observation of ethical standards by the consultants

- Breakdown of communication between the consultants and the
client organization, leading to adverse relationships

- Unawareness of Users of the availability of indigenous consultancy
resources

- Consultants are often not action-oriented

- Insensitivity to local political, social, cultural and ethnic
conditions and orientation of the client

- Financial constraints

Points Emerging from the Discussion: -

= Care should be taken tc ensure that consultants dc not initiate
projects which undully divert resources from cther projects i
Consultants should exercise diplomacy in dealing with Clients
Consultants should ensure that they are aware of and present best
solutions to the prcblems _

Regular Symposia for consultants should be organised

-~ Formation of professional associations of consultants is essential
- ';~Foreign firms should be obliged to work with local consultants
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- Consultants should endeayour to play a positive role in providing
advice relevant to the solution of the issues at hand

- Have adequate consultaticn between client and consultant
- Adequate control and supervision of consultant essential from the client
- Joint involvements by consultants more realistic than use of counterparts

or contact persons

- Late submiscion of consultancy reports is a major short-coming among

' management consultants

- Scheduled meeting between client and consultant should be included
in Consultancy Service Contracts.

(Details of prasentations available from the AAPAM Secretariat).

Session 4: ©9.00 a.m. 19 August 1987 - Wednesday:
Presentations on Experiences of Suppliers of Management .
Consuitancy: Private Consulting Groups
Chairperson:  Dr. James Nti
Ranporteur : ir. D. Kabyemela
Presentations: ,
1. The Future of African Consulting - by &. Mutiso

2.

The Indigencus Consultant's Experience - M. K. Consuitants,
Tanzania - by liedard Mutungi

Discussions on Presentations

Presentations on Experiences of Suppliers of ianagement
Consultancy: Public Ccnsulting Groups

Chairperson: HMr. Bernard Mulokozi
Rapporteur : Mr. D. Kibyemela

Presentations:

s
P
3
4.
5.

ASCON's Exnerience in Consulting - by Mike Durodola

ESAMI's Exnerience in Consulting - by Philip Shirma

Institute of Development Management, Mzumbe's Experience - G. Tibakweitira
Conseptual Anproach to Training of Consultants - by J. D. Kimura
Experience of a Young Professional - by M. Kabyemela

Discussions on Presentations

The role of the Consultant in filling the gaps in institutions with

inadequate supply of skilled managerial staff was discussed. However, the
Ll problem of the young indigenous Consultants gaining acceptance by the
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Users of consulting services was noted. The suppliers' complaints

included undue preference for foreign firms, the requirement for a
list of nast Clients as references and the susceptibility of con-
. sultancy services to budget cut-backs.

Peints Emerging from the Discussions:

Hard data is difficult to come by. Therefcre, building of local
data banks and information sharing is of assence.

AAPAY should help in evolving publicity prégrammes to enhance
awareness

Assignments to indigencus consultants should be awarded on the

basis of professicnal competence rather than emphasising references
Users should retain consultants even during recessicns to provide

advice un the fastest way to recover

It was felt that management consultants should play a leading role
in evolving relevant management/organizaticna] theory and practice

The need for concrétiZing'what is meant by Management and Public
Administration and Management Consulting was voiced

AAPM: should be requested tc spearhead production of reference
materials for management consultants

Private consultants, 1ike public servants should be required to
sign bonds under the Official Secrets Act, so that they can acquire

‘access to classified government documents, when these are essential

“—~—_.in the course of consultancy assignments for government

-

Apprenticeship/internship was recommended
Consultancy should play a major role in the transfer of knowledge and

.technology
Consulting shculd act as 'change agent' and a catalyst in ensuring the

required chance for effective performance of management practices.

National management consultants should offer their services outside
their countries as ASCOM of Nigeria has done in providing consultancy
services to Zimbabwe

There is nced to create mutual rasport, understanding and confidence
between Suppliers and U'sers of consultancy services

There is need for regular olatforms for prefessional management
consulting firms and governments. Such slatforms should be used
to create better understanding and reculate the profession.

SESSION 5: SYNDICATE DISCUSSIONS:

The aim_of‘fhe Syndicate discussion was tc develop recommendaticns

for an acticn programme by Users and Suppliers, with AAPAM whenever
appropriate, acting as a catalysing agent. The following topics were
suagested for discussions:- '
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ISSUES FOR ALL SYNDICATE GROUPS:

1.  How do Consultants make themselves known to Users - Advertising:
is Advertising Ethical? b

2. How can the behaviour and conduct of consultants be regulated?
Training of Users and Supplier; Mechanisms for attaining it.
How can indigenous mancgement consultants break into the mono-
poly of consulting Contracts Associates with-Aid packages?

5. When is Consultancy nct a ianagement Ccnsultancy?
What role should AAPAI play in the Develoﬁment of Indigenous
‘ianagement ccnsultancy in Africa

7.  What are the concentions of Suppliers and expectations of Users
in respect of effective Reports: How can the gap, if any, be bridged?

SPECIAL ISSUE FOR PUBLIC USERS:

1.  How can governments insulate themselves against Rip Offs?
2. How do you give management service muscle?

SPECIAL ISSUES FOR PRIVATE SUPPLIERS:

Development and acquisition of Reference materials

2.  How dc you ensure links and contact between Private Suppliers and
Public Suppliers - the issue of Competition and Cooperation

3. Interface between Resecrch and Consultancy?

SPECIAL ISSUES FOR PUBLIC SUPPLIERS:

Career Development for Public Consultants (Management Services People)
How dues Management Audit become instituticnalized?

How do you ensure links and contact between Private and Public
Suppliers - the issue of competition and cooperation?

How do you give Management Service Muscle?

Interface between Research and Consultancy?

Points Emergina frem Discussion cn Special Issues for Public Suppliers:
GROUP A:

Question 1. A11 African Governments should consider establishing
and strategically placing Hanagement Services
Divisions to undertake Pubiic Consulting work. Alsc
to have members of ianagement Services Divisions
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assigned in all Ministries/Departments to act as in-
house consultants. To develop a scheme of service
for management service personnel, clearly spelling
out training requirements, experience and salary
grading. If this done, this area of activity will
be professionalized and 1nsuiated from infiltration
from other i11-qualified cadres.

Question 2. It was observed that Management Auditing which forms part
of Management Services work should be emphasised in
the training process as well as in the day to day
operations of management consultants in government.
Management services Divisions through this process
can intervene and take early corrective measures.

Question 3. It was felt that the recommended National Regulatory
: Bodies do this linkage function and also that the
Management Services Division be given regulatory powers
to co-ordinate the engagement of private consultants
into the Public Sector.

Question 4. Management Services Divisions should be located in a
strategic coordinating Ministry in government so that
its recommendations can be supported by the image of
-the office from which they operate. Their scheme of
service and professional competence and status should
be manifested in the quality of their recommendations.
The gradirg of jobs in this area should allow for the
retension of the competent and well trained staff.

Question 5, It is rétommended that research findings relevant to
management consulting be made available to consultants
through Tibraries to be established by national consul-
tancy regulating bodies.
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FINAL PLENARY SESSTON:

‘Based on the discussions which toock place at the plenaries and in
synd1cate groupsg the workshop concluded and recommended as follows:

The existing practice of naking extensive use of foreign
consultants, especially, in strategic and highly sensitive
areas, does not square with the doctorine of collective
self-relience.

In order to ensure optimum utilization of indigenous manage-
ment consultants, their actual and potential contributions
should be brought to the attention of beneficiaries of con-
Sultancy services, i.e. government and private sector
organizations,

However, while it is necessary to publicize the activities

of indigenous consultants (through advertisements in reputable
journals, and in brochures), due caution should be

exercised to guard against making extravagant claims, under-
cutting or mis-representing the positions of competitors,

and adopting unethical marketing techniques,

To enhance the credibility of the management consulting
nrofession, there is an urgent need for the establishment

of National Management Consulting Council empowered among
ofher things, to lay down codes of conduct; enforce the
codes'of conduct; register, accredit and discipline manage-
ment consulting practitioners and/or firms; monitor and
regulate the fees chargeable for certain categories of ser-
vices; and generally protect the image of management consult-
1ng pra¢tice.

To improve the productivity of organizations, managers in

both the public ard private sectors need to establish Key
Results Areas and performance indicators. They (the managers)
therefore require training in performance measurement and
performance improvement. They alsc need to meaintain a rosta
providing up-to-date information on locally available management
consulting capacity.
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For their own part, the management consultants need to close what-
ever credibi]ity gap might be perceived by their clients. In
particular, the consultants need training in the methodology of
process consulting, rerort-writing, presentation and follow-up
project costing and time-tabling use of computers, management
auditing and management services.

The position of management services units in government could be
strehgthened in a variety of ways, notably through high-quality
consuiting work through the recruitment, training and motivation
of first-class personnel and through high-level political backing
as well as the location of a management services units in a stra-
tegic resource-controlling arm of government.

In embarking on projects involving external technical/financial
assistance, the recipient countries should ensure that the Memo-
randum of Understanding signed with the donors explicitly spell

out the rcle of indigenous consultants in the execution of the project.

In pursuit of the objective of self-reliance as incorporated in the
Lagos Plan of Acticn, the Final Act of Lagos and the recent African

o[\ Priority Programme for Economic Recovery, AAPAM should enter into

it

- policy-makers and indicenous consultants together and mapping out

10.

1.

‘discussions with the ECA and the OAU with a view to bringing senior

4 the contributicns of indigenous consultants to Africa's economic
recovery and develonment efforts.

ARPAM should further 1iaise with African governments with a view to
encouraging them to initiate or activate policies aimed at enhancing
the status of management consulting in general, and of indigenous
management ccnsultants, in particular.

Pending the establishment of a regional body performing general,
clearing-house functions in the area of management consultancy,
AAPAH should coordinate arrangements pertaining to research, train-
ing publications, information and reference material on management
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-consulting and continue to promote training and exchange of
experiences among indigenous African consultants. In this
regard, a task force consisting of AAPAM renresentatives of
governments and representatives of the Consulting Community
shgp]d be set up tc work on implementaticn of this recommenda-
tion.

12.  Deonor agencies selection criteria to be imcroved and their
claim to improve the situation should be practical,

The Yorkshop was formally closed at 10.30 P.m. on 20 August
1987 by the Vice-President of AAPAM, Professor Kwame Adjei.
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