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At  any g iven rnoment  thousands upon thousands of  technical  consul tants represent ing a wide
range of  fore ign assis tance funding agencies are abroad in p laces l ike IbQYeman Arab Republ ic ,
Pokhara Nepal  or  Sokoto Niger ia.  These fore ign consul tants are educators a l l ,  in  the scnse that
thcy come to impart  in format ion,  share ideas and advise about  ways to improve var ious human
systenrs.  Tcchnical  ass is tance provided by these expert  consul tants requi res sk i l ls  to  conr lnunicate
thc i r  expert  knorv ledge,  but  in  addi t ion to t l r is  there are many expectat ions forc ign countr ies
consciously  and unconsciously  p lace on these people.  Knowledge of  these expcctat ions would
enhance the ef fect iveness and impact  of  these technical  experts  as agents for  change.  (Schien,

1969.)  These consul tants are involved in socia l  organizat ions which could be def ined as pat terned
human behaviour  which depends on symbol ic  in teract ion wi th other  human beings.  (Strauss,
1956.)  Symbol  use requi res e lTect ive sending of  a message between the sender and a receiver
which establ ishes contact  and rvhich imparts  meaning.  (F lorvard,  1979.)  There is  a need for
consul tants to bc arvare and able to bc involvcd in  less power-cocrc ive ro les and nrore ro lcs one
cou ld  t enn  mu tua l  r e - cduca t i vc .  (Benne ,  1976 ,  p .82 . )

The major  point  of  th is  br ie f  essay is  to  asser t  that  the expert  needs to become learner ,  to
beconre vulnerable to the in f luence of  the people he comes to 'consul t .  As an agent  for  technical
change h is  c f fcct iveness can bc enhanccd by understanding thei r  point  of  v iew,  thei r  need and
thei r  expectat ion.

Consultants represent powerful forces of technology and economics. They operate lrom within
exccedingly complex socio- technological  inst i tu t ions in  which much p lanning is  occurr ing at  an
ever incrcasing rate.  Yet ,  the consul tant  as he stands brushing h is  teeth in  the rnorn ing is  an
indiv idual  apar t ,  held by tenuous st r ings of  Telex and somet imes operat ive te lcphones to h is
scnding organizat ion.  Standing thcre.  hc has the abi l i ty  to  exer t  in f luence,  thc ef fcct  of  which
he as a pcrson.  rv i l l  probably not  havc to deal  rv i th  in  rca l  ways.  Unant ic ipated conscqucnccs,
ar isc as a resul t  o f  l rurnan intcract ions in  h is  consul t ing ro lc .  Thcsc unant ic ipatcd conscqucnccs
nloy cnlcrge out  oI  ot l tcrs '  ro les and decis ions which were not ,  predicrab] .e horvcvcr .  they r t ray
also rcsul t  f ronr  h is  own cxccut ivc or  technocrat ic  behaviour  whrch a l lects those hc comcs to
ass i s t .  (Sumnrc r .  1976 ,  p .  15 . )

Tcchnical  ass i ,s tancc t lkcs t r tanv forms in today 's  f renet ic  developrnent  schemes.  In Lahore,
Pakistan one could nteet  s ix  p.opl .  each f rom di l lerent  countr ies who represent  a gamut of
technic l r l  conccrns;  thesc might  range f rom computcr  banking,  text i le  machinery re l inemcnt ,
mon i to r i ng  l t nd  cva lua t i ng  i r r i ga t i on  wa te rcou rscs  t o  acudemic  p lann ing  fo r  i ns t i t u t i on  bu i l d i ng
and  cu r r i cu lum deve loon rcn t .

Bui l t  in to t t t "ny oui r r .as assis tance packages is  the component  o[  cer ta in man-months of
consu l t i ng  cxpc r t i sc .  I i x l l e r i ence  has  ce r ta i r t l y  s l t o r vn  tha t  t he  va lue  o f  t h i s  g roup  i n  sha r i ng
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too many areas of  "N<l ise"  which cx is t  in  the communicat ion process.  Sender th inks he has sent

the nresiage to receiver  in  h is  Texas drarv l ,  laced rv i th  cul ture speci f ic  over tones,  but  the codes

are i r .quc-nt iy ,  scramblet l .  r \g i t in ,  adaptat ion occurs in  smi les,  nods and more quest ions.  in  not

so f luent  fngt ish by the r" . . iu . ,  who is  s t ruggl ing lo  debr is .*  Adaptat ion would be.enhanced

through thorough preparat ion of  the consul tants who go abroad,  preparat ion re lated to knorv-

lcdgc o i  anotheicui ture and personal  approaches which may opt imize idea exchange.  Preparat ion

sh, . , -ut , i  inc lude t ra in ing re lated to horv in f iuen."  occurs.  In  western countr ies,  in f luence f requent ly

rc latcs to power coerc ive inst rumentat ion.  The "adversary"  model  in  the h ighly  compet i t ive

mul t i -nat ional  corporate wor ld becomes an operat ional  f ixat ion for  many.  What  is  necded is

" .  .  .  a  crcat ive synihesis  rvh ich involves the meet ing and merging of  minds and interests in to some

ne\r ,  common v ierv which is  commonly acceptable and which could not  have been formulated by

anv mcmber or  representat ive in  advance o[  the meet ing and del iberat ion" .  (Benne.  1916.)

Afl consultants abroad are etlucalors, rrainers, idea bringer.s. Many consultants abroad un-

dcrstand l i t t le  about  the contp lex nature of  thei r  task or  what  they wi l l  real ly  do when they get

there exccpt  of  coursc.  thosc fcrv6os.r r . , " . " " l ,vho have been around a b i t  and can te l l  the i r  own

horror  s tor ics.  or  somet imes exceedrngly tunny episodes o[communicat ion d isasters.  I t 's  a lmost

l ike get t ing people together  rvho have had a s imi lar  operat ion such as a L lern ia repai r .  Each can

outdo t |c  other  * i th  accounts ofhospi ta l  horror  s tor ies.  But  the consul tants rvho face each other

across the breakfast  table are usual ly  too shy to reveal  thei r  insecur i t ies dur ing such encounters,

and seldom share meaningfu l  in forrnat ion about  the change process.  Instead there is  the usual ,

"Do you know so and so in  Clearwater  or  Buf fa lo?"
I f  Lne accepts the idea that  fore ign consul tants are in  fact  educators,  br ingers of  ideas for

changc,  then i t  could bc suggested that  knowledge about  the ro les they may p lay abroad could

enhance tlre dcgree o[ 
"*oiJness 

and preparation for betler eclucalirlg rvhen they get there. In

the p i r ragraphsihat  fo l lorv are l is ted a nunrber  of  ro les consul tants are f requent ly  [orced to p lay

in a{d i t ion io  the ro le of  technical  in lormat ion g iver .  These ro les are f requent ly  expected of  thcm

by host  country rec ip icnts.  Consul tants are asked to help conceptual ize pro.b lems'  formulate

wbrk ing assumpt ions,  analyze data,  design act ion research,  prov idc up to date technical  in-

format ion,  and help nat ioni ls  get  th ings moving in  f rozen bureaucracies,  to  ment ion a few.

SOI\ ' IE OF TI ]E UNWRITTEN EXPECTATIONS

l. Problem Conceptuolization
I  have heard f rom many of  my engineer l r iends that  the t ra in ing they have received provides

thenr wi th the means to solve problems,  apply thei r  basic  knowledge to speci f ic  and unique tasks

of oprlnlzlng function, creating structures rvhich wil l allow for efficient process etc. Accepting

th is  at  t ts  lace value gne *ouid hope that  other  technical  areas s imi lar ly  prepare thei r  pro-

fess ionl ls .  Sadly th is  is  not  thc cas. .  Th.  b ig p ic ture,  the whol is t ic  overv ierv in  which speci l ic

problerns ex is t  i i  l requcnt ly  nr issed.  Too f requent ly  thc consul tant  tnarches out  h is  vast  knowledge

ior  d isp lay in  such h ighly  iechnical  jargon and mode,  in  word processor  computer  pr in t  out  sheets,
which becon, .  .urnn,uni .at ion "noi . " "  prev iously  referred to.  Problem conceptual izat ion should
bc rvr i t ten on the cul ls  of  every consul tant  going abroad,  or  p inncd to h is  e lect r ic  shavcr .  I f
problcrns can bc undcrstood,  sccn in  thc host  country perspcct ive,  and rc lnted to thc arca of
tcchnology bc ing considcred,  rnany f rust rat ions could bc overcome. One rvay not  to  get  at
knorv lcdgc ubout  problems is  t l rc  f rontu l  quest ion,  "Wel l ,  now do you have any problcnrs re lated
to th is '1  "  Obviously .  or  rvhy rvould thc consul tant  be there in  the f i rs t  p lace.  But  the host  country
r cac t i on  i s  qu i c tness ,  r rn r v i l l i ngness  to  hang  ou t  d i r t y  l aund ry ,  o r  un rv i l l i ngness  to  be  vu lnc rab le
to thc adnr iss ion oI  problcrn in  professional  areas rvhen the lv l in is tcr  is  Dresent ,  or  t l te  Fet lera l
Cc l l  l l cad  i s  c l r a i r i ng  t l r c  r r r cc t i ng .  P rob len r  concep tua l i za t i on  requ i rese f fo r r  t a l k ,  t i n te , s tudy
ref lect ion and above u l l  a  grr r r r l  car .  Dur ing th is  cr i t ic i r l  phasc o iconsul tat ton the expert  becotnes
t  Uscd in thc i \ lcdical  sense of  rcnroving dc:rd t issue i rorn a hcal ing wound
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un-expcr t -he learns,  l is tens and l is tens and asks speci f ic  quest ions which ar ise out  of  past
exper ience,  present  proccss and because of  ex is t ing st ructures.

2.  Fornru lat ing Basic,4ssut t tp t ions
Host  country agencies f requent ly  look to consul tants lor  a f resh look and lor  f resh ideas about

tcchnologies and thei r  appl icat ions.  This is  noth ing nerv.  Such consul tat ions are used wi th in
Western Wor ld countr ies in  industr ies,  univers i t ies and technical  t ra in ing inst i tu tes dai ly .  The
outs ider  uncncumbercd wi th in ternal  pol i t ics,  wi thout  care for  budget  compet i t ion and pro-
ntot ion.  can exerc ise a [unct ion of  formulat ing basic  assumpt ions much in the way a chi ld  focuses
the rays of  l ight  f rom a nragni ly ing g lass onto a paper and gets the hot  spot . 'Basic  assurnpt ions
are these hot  spots for  considerat ion,  the burning issues for  change or  modi f icat ion.

A problem f requent ly  faced by expatr ia te consul tants abroad is  one whic l r  re lates to the host
country 's  inadvertent ly  d i l lus ing the focal  points for  assumpt ion bui ld ing by the "wine and d ine" ,
or  " tea and stuf f "  syndrome. lv luch ado about  something is  made.  The consul tant  faces d ig-
n i tar ies.  s i ts  in  Vl l ' lounges,  is  fe ted to " funct ions"  and l is ten to murmurs of ,  " I  hope you have
a good at t i tude toward us here" .  Assumpt ions der ive l rom conceptual izat ions previously
ntcnt ioned.  but  are larger  p ieces of  the consul t ing stuf f .

I t  is  a d i f f icu l t  job to sor t  out  t r iv ia  f rom important  concepts in  the consul t ing ro le.  Tr iv ia
dernand at tcnt ion dai ly  and because i t  ex is ts  so abundant ly  i t  is  a l l  too easy to come to the
concluston that  th is  is  a f ramervork for  development  of  basic  assumpt ions.  For  instance.  the
consul tant  hcars in  one br ic l ing af ter  another ,  a l l  the data which descr ibes the degree to rvhich
a g ivcn pro jcct  has met  target  goals.  Though much data presented may be fa i r ly  accurate,  there
is  a f larv- the data i tsc l f  may be t r iv ia  in  the sense that  i t  ob luscates the development  of  basic
assunrpt ions.  Graphs and f igures are sooth ing i tems of  comntunicat ion which easi ly  lu l l  the
consul tant  in to c i rcu lar  th ink ing.  The "real  s tory"  behind the f igures presented may be rvel l
knorvn by host  country leaders but  are not  presented.  In  many par ts  of  the wor ld,  to  admit  to
fa i lure.  to  admit  to  areas of  problem or  even to h igh- l ight  what  a vast  amount  s t i l l  needs to be
done,  is  to  lose face.  Certa in ly  the host  country bureaucracy is  not  in terested in  put t ing anyth ing
but  the r ight  foot  forrvard.  The real  danger f requent ly  l ies in  the consul tant  inadvertent ly  be-
coming the amanuensis o[  the host  country,  whi le  being asked to help forrnulate basic
assu nrpt ions.

3. Data Analy.sis Synthesi:ing for Decision Making
Manv consul tat t ts  l rc  surpr iscd by joy,  when host  countr ies show such respect  for  thei r  acumen

that  they ask them to per lornr  tasks normal ly  reservcd lor  experts .  I  am referr ing to the necd
to scrut in ize data col lcctcd by others in  preparat ion lor  the consul tant  or  in  prev ious pro jects
of  a s imi lar  nature.  Foreign consul tants who have a rather  conservat ive v iew o[  thei r  ro les as
learned in h ighly  specia l ized sct t ings,  wi l l  f ind that  most  of  thei r  sk i l ls  wi l l  be tapped,  inc luding
analyz ing and making sense out  of  ex is t ing data.  " I t 's  not  par t  of  my job descr ipt ion" .  wi l l  not
hc lp.  Dccis ion rnaking in  the lorc ign consul tat ion process requi res that  the consul tant  per  force
gc ts  t o  b ig  p i c tu re  and  gc t s  pa r t s  o f  t hc  p i c tu re  as  we l l .

I l o r v  o l t cn  t l oes  one  no t  hca r  sa id  by  l r os t  coun t r i cs ,  " I f  on l y  we  cou ld  acccp t  t hc  g ran t  bu t
not  thc consul t ing expcr ts .  horv rnuch casicr  i t  would bc '1 "  Why,  you nray nsk is  thcrc such an
at t i tudc ' l  Because a l l  too fcrv o[  our  experts  abroad take t ime to do homervork before coming,
do not  ins is t  on xccur l te  br ic l ing rvhen they l i rs t  corne on the job,  do not  ins is t  on get t ing t l ;c
word l ' ront  t l re  top arrd the bot torn of  the bureaucrat ic  heap when they l i rs t  arr ive.  Whaj  is  nceded
is consul tat ivc asser t ivencss rcgarding the data analys is  process.

3. Policv Shupirtg throtrgh Dialogue
l [  one agrecs thal  in  ordcr  to br ing change one ruust  br ing ideas lor  change,  and that  th is

) z
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prccess is  thc t rsk of  educat ion- then there wi l l  be the need to be involved in some rvays in  the

s t ruc tu res  and  svs tems  i n  o .oun , ru  r vhe re  change  occu rs '  On l y  mad  men  s tand  naked  and  a lone

and  cu rse  rhe  n igh t , . i r " g i "g  i i , i l c  o the r  t han  the i r  immed ia te  env i ronmen t  w i t h  no i se '  Bu t

consulr rnts  should take grc-at"care to become par t  of  on-going d ia logue process. in  host  country

s)srems *h ich are ut i l iz ing nerv technology.  Much in the same rvay a maste l  ! l iver .ed.ycat ion
re lchcr  re lchcs Uu f<.epin i  h is  hands of f  i i t "  spare wheel '  yet  ta lk ing through . ideas 

bui l t  f rom

"data r rnal ls is"  ancl  der iv ing basic  work ing assumpt ions f rom thcse'  iPut  your  brakes on,nowi"

Din6gue in th is  r .nr . . . , r -n,  involvernent  in  communicat ion whi le  on-going systems are op-

erat ing.  Ferv svstems couf t l  a f ford the luxury of  going out  f ior  a cof fee break to have d ia logue'

Rrthcr .  rhc consul tani r ia*  
" i " "g.  

hums to h i rnr" t f  and asks quest ions dur ing on-going journeys

for  chrrnge.  .nO ,o- . i i . . r  J io" iA. t  rvords of  d i rect  caut ion '  F inal ly '  the consul tant  should

disc ip i inc h is  th ink ing io  r . t 'qr" r t ions rather  than g iv ing answers at  th is  s tage'  Quest ions l ike '
. . \ \ ' l rar  k ind ot .on" .pt ,  u .  I  deal ing rv i th?"  "How r i i l l  these re late to my major  technical . task '1 "

"Are the conccpts which are enreig ing theoret ica l  in  naturs?""Am I  deal ing basical ly  wi th

c l lss i l icat ional  problerns , tnd concJpts format ion '1 "  Month ly  iepor ts '  or  end-of- tour  recom-

mendat ions of  consul tants have rueight  far  beyond a referred ar t ic le  publ icat ion or^spe.ech g iven

at  a conference.  Frequent ly  these , " .o. - .ndat ions become pol icy for .  fu ture funding '  pro-

gramrne development  and int roduct ion of  a nerv technology.  This should g ive consul tants t rouble

s leeping unless they have askcd thcmselves important-quest ions about  the impl icat ion of  thei r

recornmcndat ions for  t6e host  country.  They rv i i l  s tay,  he wi l l  leave.  His words wi l l  shape pol icy '

5. Desigtr and Inrpletrretttatiott of Actiorr Research

A consul tant  rvho is  rvork ing on cat t le  research in  the obudu Platcau in Eastern Niger ia,  lor

example,  is  l ike ly  to be askeJ to assis t  rv i th  designing and implement ing some. type oI  act ion

rcsc.rc5.  "NIy tcr rns o l  rc fcrcnce r lo  not  speci fy  s 'uch.-assis tance",  though stated wi th.a. t ing o i

apprehcnsion or  hul r i l i ty  rv i l l  do l i t t le  to  c l iminate the pers is tcnt  problem of  cat t le  f . icks '  The

consul tant  should take a iong in h is  br ie f -case,  ideas for  act ion research in  h is  specia l ized area '

Onc  o i t he  g rca t  con t r i bu t i ons  a  consu l t an t  can  l eave  beh ind  i s  t h i ngs  happen ing  a t  t he . f i e l d  l cve l '

people t ry ing out  some new idc ls  brought  about  by s imple suggest ions for  test ing these ideas '

6. Shorcr td Tcchnical Knox'ledge

Funding agcncies,  dur ing thc screening process for  the select ion of  su i t i rb le fore ign consul txnts,

rcv ierv curr icu l t t t t t  v i taebi  the score.  t i f re  paper looks r ight ,  i f  the technical  expert ise is  there '

i f  the basics are obviously  ive l l  rnastcred,  the consul tant  is  contacted and a st range and rvonderfu l

f ro l . r t  begins.  The coniu l tant  to  be,  becomes expert  when-he s igns the contract .  This  cxper t ise

lnougtr .rr-. i^I, represents a base line for the rvork to come, for the games to be played' Expertise

;" i ; - ;  consul ranr ' in to thc in tcrnat ional  consul t ing bal l  oark. to. .p lay.  That  is .a l l .  Beyond that ,

thc co-ord inat ion which rv i l l  a l lorv for  a score,  is  r ihat  th is  d i icussion has been about  so far '

The abi l i ty  to  rnove rv i th  thc g i lmc,  to  becomc a team mcmber,  to  handle bal ls  wi thout  too many

fumblcs is  a ntost  cr i t ica l  sk i l l  to  acquire and pract ise.

8. IJtlcttcred lr) ' 7'rr,,,,,,,t,t ttnl l)rtrcoucrac.t '

" p l case  S i r .  you  spcak  to  t hc  add i t i ona l  Scc rc ta ry  o f  Dcvc lopmen t .  I f  I  do  i t ,  I  r v i l l  be  go ing

trut  of  c5unncls i ' .  T lc  col tsu l t i r l t  has entrbe lo  peoplc and decis ion r l rak ing par ts  of  i I  syste ln not

a l lorv lb le for  thc nat ional  professional .  The inforn ia l  s t ructurc is  not  what  I  nm speaking about

here.  Consul t i ln ts  s i t  ncxt  io  top Nat ional  lcaders in  Horse and Cat t te Show " tat toos" .  s i t  and

d r i nk  t ca  w i t h  ch ie i s  i r nd  k i ns  make rs 'w i t h  i r npun i t y .  Tha t ' s  a l l  pa r t  o f  consu l t an t ' s  t u r f .  l l u t

i t  i s  a  ve ry  i r npo r ta l t  p i l f t  . , ,  , , , " , ' , , ' , r on ing  succcss lu l l y .  I t  i s  l . i ke  t he  dec i s i ons  tha t  a re  n tade

in sntokc i i l l . , l  ,oo6 c lsg\vhcrc.  exccpt  norv i t  rv i l l  probablv be the porch o lGovernnlent  House,

s ipping G+T rv i th  people of  in f luence.  Of  course,  inherent  in  th is  enl rbe lo  channels is  a

l l
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rre: : r .n( l .us resDonsib i l i tv  and some concern.  Nat ional  leaders a lso use these forums to hear  out
" " ' -  l ' " " ' -

rhc  c rnc r t s  l n  i cp l y  t o  l cg i t ima te  ques t i ons  by  t he  M in i s te r  f o r  Ag r i cu l t u re ,  i f  a l l  t he  consu l t an t

can do is  suck h is  teeth and look wise.  much ground work or  spade work can be rendered useless-

Funoir r :  lgcncics rvould do rvel l  to  establ ish a dry-run wet- run before h i r ing.  Common people

f rc . rn h. , rnc [et  uncolntnon at tent ion abroad.  They should know how to take such at tent ion and

givc i t  too.  as persons concerned rv i th  persons.

9.  .4r tcr r t ion to the l l lundone

Thcre is  noth ing p leasant  s i t t ing wi th a por table typewr i ter  on one's  knees in a steaming hot

l torc l  roonr  rv i th  no a i r -condi t ioner  and the only avai lable dr ink is  Vimto.  There is  l i t t le  g lamour

in pni l ing for  a barge to cross a r iver  and camp out  overnight  at  the crossing because the barge

dr i rcr  hatd more in ipor tant  evening agendas than one more t r ip  across.  There is  not  much

plcasurc.  ghost  rvr i t ing.  repor ts ,  minutes or  le t ters knowing fu l l  wel l  that  no author  g lory wi l l

n . . r r .  to lvou.  and that  i f  problems ar ise f rom these wr i t ings that  you wi l l  be quoted by name.

Thcre is  such a feel ing of  le t  dorvn rvhen one's  br ie f -case is  lost  in  t ransi t  and passport .  v isas.

monc\ , .  notcs of  t rvo months are lost  forever .  Consul tants become involved in a l l  o f  l i fe 's  normal

nrundlne v ic iss i tudes ancl  many more wi th s t range sounding names,  Malar ia,  Bi lhar iz ia and

Guinea Worm. This is  par t  of  the expectat ion package,  to be able to work ef fect ive ly  in  unusual

env i ron  men ts .

Summarv
Its rvorth it! Therc are ferv times in one's professional career rvhen one is put into such a rich

cnvi ronment  for  personal  and professional  growth.  Seldom is  such at tent ion g iven to one's

profcss ions.  Scldom does one tap a lmost  a l l  o [  one's  own personal  resources to cope,  as in  fore ign

consul t ing,  and educl t ing.  The o ld saying,  "But  there nrust  bc a bet ter  way!"  conles to mind.

Thc rvay can be improvcd by host  countr ies asking the r ight  quest ions about  thei r  consul tants

to be. An improved rvty can occur i l  funding agencies fay as nruch attenliotr to the bearer of

lechrrologv as lo lhe technologr- itself.
Thc mijor point of all of this is to assert that the expert needs to become learner, to become

vulnerable to the in f luence of  people hc comes to consul t .  There is  an inherent  techno- imper ia l ism
w hich l req uen t ly  su r rou nds t  he br inging of  nerv technology,  even i f  requested by the host  cou n t ry .

Lcarning more about  them, learn ing more about  the meaning o i  br inging innovat ion and

technology to another  country,  learn ing about  the l imi tat ions of  se l f  as an agent  for  change in

a lore ign-set t ing may set  thc stage for  more sensi t ive ways to br ing ideas we value to others in
ways which are appropr iate for  thern.
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