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Ihe Role of Meposesept Compultsnts in the Indisn Booncmy

.JM. H.P.
Hesd of Persomnel & Productivity Services, Hansgesent Commultants

7411 recently the work of business consultants in India was mainly concerned
with tise and motion study on the alop floor mnd the introduction of standards
of sroduction, labour and coet. This position, however, has ohanged during the
last fow years and today a managesent consultancy firm esbreces ss part of its
sarvices s much wider fisld of functions.

Mo suthoritative survey has besn msde of the present position but a list
coapiled recently by the Maticmal Productivity Council shows that tlmre are some
fifty firas and individusle doing consultancy work. The fields of work of these
vary & great deal. They ==y be in one or mare particular managesent function such
as jroduction, englneering, sarieting, persomnel or finmance. They asy specialise
in rendering sivice and ssaistance in tha introduction of specific managesont
techniques such ss production planning snd control, job evalustion and iscentives,
ntandard costing and budgetary control, and so ons

Ysefuinene of Congultascy Sorvices

Theare are various views expressed about the wvalus of manngescnt consultanta.
At the ono extrese, they are considered sercenary, sharks, "persons whose business
it is to go wrong with confidence®, or "persons who charge you more for telling
you how to run your business tham you could possibly male if you ren it the right
way inatead of tie way they tell you"! At the other extreme, situations are
not wncommon where they consider themselves supermen, full of new ideas, with the
rare talont of being able to solve infallibly all problems of mansgesent. HNedther
of thesa extreme viewpointa has its rvots in reality.

Conmiltants are useful im any given situation primarily becsmuse of their
bringing an independent amd unbissed viewpoint from cutside. They bring "a traimed
eye and the detached mind of an experisnced outsider to besr on problems with which
everyona on the spot las become far too involved to see cbjective.” Thay have
the time to gtamd and watch and produce facts as the hssis for further sctionm.
Their usefulness is heightened by the inowledge and sicill they bring from thelr
varied experience in the hardling of similar situations elsewlere. It lz their
ability to amalyse this diverse experiecoce through the use of special toola
developed over the years and to apply the results of analysis to a nev situation
that conatitute the trus competence of managesont conmultants,

AmtmmtmummMWhMHﬂm
the enterprise in beimg abla to dWﬂmmmm [a
ns he s not personally involved in the situatiocm. il enjoys an independence

of Judgesent which the less fortunately placed exscutive is denied. Bs does not



hesitate, vhen the cccasion demands, to show up the fellures of higher
miumtummﬁmm“mtﬁﬁhh
enterprise. As an independent adviser his comments are =ire wélcome and
readily acceptsble to execatives at all levels, although similar and even
better suggentions may have slresdy been available from within.
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It is not the inmefficisnt or the less progrwsalve concern alomo tha
nseds the services of mansgesent consultants. Nodern sanagenent hos become
such & complex function that the more progressive and enlightened the
managesent of a particular enterprise, the mare it seeks tiw counsel of
independent consultants. The less enlightened tiw managesent of an enterprise,
the lese does it recognise the complexitiss of iis own funation and the need
{or consultants, To utilise the sarvices of conmultants is nut a reflection
on any one's coupetenca.

Aress of Usefulness

Specifically, the management oonsultants' uses today include the
rrovielon of's

(1) Preventive service to smsure that situstions do not lead
to such a state as to nocessitate costly and wasateful
Teasdial actiom}

(11)  Remedial service whem situstions go cut of conirol or
beyond the competsnce of svailpble men and rescurces;

(144) Outside professional assistance of the type not swailable
economically within the enterprise; and

(iv) Mesns of developing professional competence in mew areas
smong men withdn the enterprise.

The most comsonly reccgnised ares of ussfulness of consultsnts has
unfortunately been the resedial aspect, whick perhape is the least effective
part of their role. It i here that many of their recomsendations resain
unimplesented and their reputation is often at ptake. Lack of apprecistion
on tie part of many managesonts of the ‘more fruitful mnd the more effective
conultants could be ueaful in the other tlwes areas mentlioned
above has been the principal barrier to exploiting their full potentislities
or to their being able to play their rightful rele. Looking aload to future
noeds and locking forward to the future heslth of the emterpriss have not
yot become a part of gurrent thinking in sansgessnt. Becognition that "sn
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cunce of prevention is butier tian a pound of cure” as applied to business
problesa has bsen rather slow.
Status in Ipdia

Hansgenent consultandy hes cose into existence here as in other countries
in fulfllment of certain nesds. These are:

First, with tie development of the country there are msny new industries



coming into existence. Many of tiwss are modern enterprises built with

foreign collaboration and with the latest technical kmewhow. Tiwos can
caly be run with marimm officlency if techmical akill is mateled by ‘,
managerial skill, Managesent comsultancy could greatly ssaist in the develop- oY,
sent of tha latter.

Second, the older industries in order to survive competition from the
pever onea carmot contimus as they mre. They hsve to meet the cliallonge of
change, introduce nower methods snd technlques, izcrease afflisloncy and
produgtivity, Hanagessnt consultants can be of assistance in this regard.

Forelan Sxamile

The lswa of economita sre universal and what is applicable to other
countries would also be true for us. There is no peculiar situstion existing
in our country, as may be suppcsed, which would reguire a distinctive role
for managessnt consultants bere. It would be of great benefit tu ua if we ]
lenrnt from tle sxperisnce of otier industrially sdvanced countriss in regard |
to conpultancy practices. Y

In the United States, macagesent congultanay is practised in s big way. ¥
Thare are very few indusiries which have not at some time or the other uade use o
of consultamts, According to = survey reported in Time magasine ss early as A
1956, there were over 2,000 consultency firms with an ammunl average businoss
turnover of $400 million or B.200 crorea. In the United Kingdom, the business
is not #0 large but it is gemerally accepted me an important part of the
eounomys The exteat to which it is used is reflected in an article in the
Fluapeisl Tingg in 1956 when it was estimated that thore were 64 firms having
about 1,000 qualified consultants snd doing an annual business worth £4 millionm
or approxzimstely k.5} crores.

Compared to this we in Indig sre in our infancy, HNauy of the fifty fires
mentloned eariisr are one man or two men organisaticans mnd the quantum of
business ia just a frection of what it is even in the U.E, More use cen be
asde of consultants in Indim if there is an appreciation an tiw part of busipesa
of the valus of thelr services.

Eregent and Putupe

The role of the sansgesent consultant at present in India is primarily to
be of servics to business and industry, to eseist thea in mttaining hisher
projuctivity for the national goed. This role, however, is limitsd, unlike the
United States, where comsultants in addition function in schools, colleges and
hospitals as also in politice. When Dwight Eisenhower was cmmpolming in 1952, “
mmmmu-ﬂnummuunmmmpm
Jota through which the Republicans could make their policies felt. There is a |
reoont tread there for consultants to take over as inefficieont business and rum 4%
on behall of managesent for a peried of time. This concept ia far ahead of us
hmm“ﬂmmhrtotbmﬂthtmmmmﬂ
to mansges  One wonders whether such a role will de played by Indisn mansgesent
consiltants in the forseesble future.
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