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ABSTRACT

This study is primarily concerned with the phenomenon of marketing management
consultancy services in the Nigerian consultancy companies, and a case study of
IBRAHIM YUSUF & Co. and or Associates was undertaken with a view towards taking
a critica anaysis at how the company in the past has adopted specific marketing
strategies. And how over the present period management has employed such marketing
strategics in its overal marketing effort.

In addition, the study is dso concerned with how the company has over time, employed
various marketing techniques to enhance its competitive position in the market, in view
of the increasing rate of competition, sudden death of companies (users of their services),

hard business times and Government policy in general.

Furthermore, in the light of analysing how the company's marketing techniques have
evolved and development in the past and with respect to the present time, an attempt is
made to see how management intends to go about its marketing techniques in the near
and distant future. Further recommendations arc given as to how best it could venture to

do this to its best advantage in terms of its varied marketing efforts.

Consequently, an evauation of the company's marketing strategies is undertaken, and in
the event a number of alternative marketing strategies are analysed and put forward to
management, directed at enabling the firm to effectively and efficiently market its wide
range of services. And in addition accomplish its set objective of expanding its market

share, increase sales volume, cash flow and profitability in the long run.

Subsequently, emphasis is shown on how IBRAHIM YUSUF & Co ad or
ASSOCIATES, Kaduna through its marketing techniques over time could contribute to
the general improvement of marketing in Nigeria, particularly in consultancy business
with respect to the genera practice and process of marketing. With regard to tackling
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issues like inflation, scarcity, distressed banks, dwindling national income, collapse of
basic infrastructures rising national debt, corruption, Niger Deta crises, sharia law,
consumerism, environmentalism and recession, as significant challenges confronting

marketing in Nigeria

Marketing is, in a read sense the bedrock of the enterprise system, and sound marketing
strategics are virtually important to the economic health of business firms, and hence the

nation and world.

Due to the importance of marketing, it should be widely and thoroughly appreciated, but
this is an onerous task. The Hdd is relatively dynamic and it is undergoing constant
change in response to shift in socio-economic and political conditions. All of these makes
marketing stimulating and exciting, but aso chalenging and perplexing. It is hoped that
this study will meet its own challenge by contributing to a better understanding of
marketing in consultancy and planning, formulation and implementation of marketing
strategies, in Nigeria and the world at large.
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CHAPTER ONE

INTRODUCTION

The purpose of this study is to provide the framework for marketing so as to promote
understanding and appreciation of the role of marketing in business gencrally, secondly |
shall attempt to show how the principles of marketing and marketing concept can be
applied to management consultancy, and a case study of IBRAHIM YUSUF and Co. and
or ASSOCIATES Kaduna is undertaken with a view towards understanding how the
company in the past has adopted specific marketing technigques and how over the present
perniod, management has employed such marketing strategies i its overall marketing

effort’.

This study 1s concerned with how the company has over the course of time employed
various marketing strategies to enhance its competitive position in the market, in view ol
the unigque nature of the types of services provided by this company, ever increasing rate
of competition in the services industry. public expectation on the services rendered and
cthical guwidelines regulating the practice of accountancy and consultancy services n
Nigeria. Furthermore, [ also bear in mind the prevailing adverse economic trend and
other negative environmental factors and such problems confronting marketing n
general” in analysing marketing in the consultaney industry, using Ibrahim Yusuf & Co.
and or Assoctates Kaduna, as a case study, an attempt 1s made in demonstrating how the
firm could adopt a series of marketing strategies to further emhance its competitive
position in the market place. And in the event, increase its market share, expand sales

volume and profitability and provide efficient and effective services at reasonable, cost.

Consequently, in the light of analysing how the company’s marketing technique have
evolved and developed over time, an attempt is made at seeing how management intends
o go about planning, organizing, directing, coordinating, implementing and reviewing
these techniques, plans i the near and distant future’. It is important to understand that
the marketing of a firm concerns all the business activities, which an organization carrtes

out in such a manner as to optimize benefits to customers and profit to the firm. Not



surprisingly, these activities revolve around the 4 Ps (price, product, promotion and

place).

Marketing technique is therefore the overall plan, which the firm adopts in using or
blending the four elements of the marketing mix in carrying out a marketing programme.
Firms adopt different strategies for different products and for different markets. As
WILSON has pointed out, the need to envolve different strategies for the variety of

services we offer and for the different market segments cannot be over emphasized.

According to him:
It is not possible to define specific strategies, which can be taken either wholly or

piecemeal and applied to any particular service or circumstance.

The most important managerial task within the organization is that of understanding the
needs and wants of customers in the market, and adapting the operations of the
organization to deliver the right services more effectively and efficiently than its
competitors. It is the considered opinion of the researcher that this study will go along
way in contributing in a number of ways on how management could further plan,
formulate and execute sound marketing techniques to ensure increased sales volume and

= . . . 4
profit maximmsation. .

STATEMET OF THE PROBLEM

The marketing of consultancy presents special problems and the main problem in this
study which have to be taken into account in the organization for marketing is that in this
firm every body from the top down to “Junior” consultants are involved in one aspect of

marketing or the other.

Because consultancy is a personal services, it is difficult to separate those who perform
this function from those who market the service. The process of doing the job of
consulting itself becomes a marketing opportunity. It is therefore not customary to have a

separate marketing department within the consulting firm responsible for marketing.



This style of organising for marketing can be a real advantage where the entire
organisation accepts and practice the marketing concept. Where this 1s not the case, 1t
become a serious problem as marketing would be relegated to the point of oblivion since

there is no executive with the sole responsibility for marketing,

Reluctanee 1o admit that a consultant 1s needed, some managers do not want to admit to
themselves that they need a consultant because this would hurt their self esteem. Often
the potential client 1s worried that a consultant’s presence will be regarded by others

subordinates, peers, superiors, shareholders, or even by competitors and customers as an

admission of incompetence and a sign of weakness.

Doubts about the consultants competence and integrity -

It is common for clients to have doubts about an external person’s ability to resolve
mtricate problems with which management has struggled without finding any solution.
Some clients feel, too, that a consultant will not really take all the trouble needed to
search out a solution that is likely to work in the long term, and will simply try to place a
standard package. Some organisations feel that consultants are too inquisitive and collect

too much information that could some how be misused in the future.

Fear of becoming dependent on a consultant :-

Some times the remark 1s heard that it 1s easy to recruit a consultant, but difficult to get
rid of one. Consultants arc said to structure and manage assignments in a way that
mevitably prolongs their presence in the client organisation and leads to new
assignments. This can create a permanent dependence on external expertise, which could

he a very dangerous thing.

Fear of excessive fees :

This fear is quite widespread in smaller businesses whose owners and managers
sometimes 1gnore how the fee s calculated and justified, and with what benefits 1t could
be compared. They believe that most consultants try to overcharge and that using

consultant 1s a luxury that 1s beyond their means.
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General feeling of businesses and insecurity :—

Asking a consultant to look into the organisation’s “internal cuisine” can be very
disruptive. What will come out? Established practices and peaceful relations may be
disturbed, but will this really be necessary. Will it be an improvement? Is it worth while
1o run such a risk? Are we not opening a pandora’s box without being forced to do so?

The regulatory body on the practice of accountancy in Nigeria prohibits advertisement.

All these facts above are the fears of the prospective clients which constitutes problems to
the consultancy firm and hence the need to derive appropriate marketing strategies to

mcrease sales volume, expand the market share and profitability in the long run.

OBJECTIVES OF THE STUDY

Amongst the basic objectives of the study are the following: Fundamentally if consulting
firms do not market in a competitive environment, they will not get the clients and the
market share that they could and should get, and are thus abdicating their position in their

competitors favour,

Furthermore, to examine the fact that in respective of competition, marketing 1s needed to
put the right consultant in touch with the client who needs and is prepared to use him or
her; the client may not know about your firm, lack an understanding of what consultancy
1s about, or just be timid and shy. so a professional approach to marketing will surmount

these obstacles and establish the required collaborative relationship.

To attempt to give a thorough and comprehensive analysis of how management has gone
about the initiation and adoption of specific marketing strategies, in the past appraise

their performance in the light of the circumstances.

Moreover, to seek to provide a series of alternative marketing strategies directed at
enhancing the total marketing effort of the company, to serve as compliments to existing
marketing strategies or as substitutes, so as to enable the accomplishment of set corporate

goals and objectives.



and where possible provide alternatives techniques which the company should implement
and which will go along way in improving product quality, enhance its total marketing
cfforts, increase customer satisfaction, expand its market share. sales volume and

maximise profit potential.

Furthermore, it 1s envisaged that this work will serve as a vital reference material. for the
firms and related business, and serve as a sound basis for enabling management plan,
organise and co-ordinate its activities. And also execute their marketing techniques over

given pertods of time to their best competitors advantages.

Moreover, taking into consideration the present harsh economic condition, failure of
banks, poor infrastructures, low level of income, poor services being rendered by most
companies, mternational competition due to globalisation. Firms are looking for ways
and means ol survival hence the continued need for further research in this area and such
related arcas on how marketing in consultancy can help in providing solutions to these

and many more problems facing marketing.

The marketing of tangible products such as cars, detergents and furniture 1s different from
the marketing of intangibles such as management consultancy services. The business that
deals with products sells tangibles: the service business sells intangibles which cannot be
touched, weighed, or smelt. The marketing of services therefore poses more challenges
than the marketing of products. Therefore there is the need for the continuos evaluation
and appraisal of the firms marketing strategies overtime, so as to prepare them to face up

(o the challenges ahead in the next millenium.

SCHEME/SCOPE OF THE STUDY

This study entails an analysis of the marketing of consultancy services in the Nigerian
consultancy industry, and a case study of IBRAHIM YUSUF & Co and ASSOCIATES
Kaduna 1s undertaken. The study is divided into five (5) main parts and for the purpose of
specific reference each part has been drawn up into chapters covering selected portions

over which this rescarch covered.
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Chapter one covers the area dealing with the introduction, this entire section centered on
the importance of the study, the objectives of the study, the basic assumptions,
identifications of the main problem and definition of the problem, a justification of the
rescarch, the limitation of the study, and the research methodology. The chapter ends

with a series of footnotes, selected bibliography and references.

Chapter two deals with the literature review of the phenomenon at hand, this section
gives a highlight into such issues as the nature of consultancy in marketing, the marketing

mix, marketing strategies. and the elements therein. The marketing concept, marketing
rescarch and marketing management. The last part of this chapter contains footnotes,

selected bibliography and references.

Chapter three, covers vital areas such as detailed research methodology, sources of data,
location of the company and world development of consultancy services. This chapter
ended with the historical background of the company and its location. This is followed by

a series of footnotes, selected bibliography and references.

Chapter four covers the appraisal of the workings of the management ol marketing n
consultancy and related shortcomings and problems are highhghted. Problems of
marketing consultancy services are highlighted. Thereafter emphasis is directed on the
various dimensions in strategic marketing with respect to the firm. The company’s

consumers, government, society and competitors are analysed mn detail.

Finally, chapter five i1s the concluding chapter of this study, it entails sections on
observations: Recommendations are put forward to management, and a summary and
conclusion given. A series of footnotes, selected bibliography and references are

provided also. In addition an appendix is provided containing the questionnaire.

ASSUMPTIONS
Three fundamental assumptions are postulated in this study, and these are as follows.
Firstly 1s with respect to the peculiar nature of the consultancy business in Nigeria taking

into account the expectation of investors, government, society and international business



community on the quality and cost of services required from the consultancy business in

Nigeria.

Some practitioners in the consultancy industry and the firm in focus in their marketing
programmes arc oriented along the lines of customer satisfaction hence emphasis now is
on improved service quality and integrity in the industry directed at providing a basis for

increased sales volume and productivity.

Secondly. mention needs to be made on the highly competitive nature of the consultancy
industry which cuts across the national frontiers. Ibrahim Yusuf and Co and/or Associates
with respect to North Central and Eastern Nigeria occupies a position of being a market
challenger. In that through the systematic use of its marketing strategies especially its

pricing strategies 1t poses a great challenge to the market leaders.

Thirdly. 1s the significant assumption of the consideration of innovation and progress, in
the company, management has over time striven and is continuously striving for finding
new, improved and better methods for providing basis for planning marketing strategies,
their formulation and implementation, which would have a long term effect on producing
a high quality service, at low cost, mcreasing the level of sales and expanding market

share,

METHODOLOGY

The methodology adopted in the course of conducting this research — work, takes a
descriptive approach in the presentation of material and where necessary statistical data,

analysis and interpretation shall be used for purposes of itlustration.

Furthermore, in the process of undertaking the data collection of required material for this
project, the researcher employed the use of questionnaire method, i addition the
interview method was used. The interview method took the form of structured and
unstructared interviews where specific questions were asked in a formal and informal
manner. These were directed towards acquiring information from the principal partner

and manager of the firm.



Reference was also madc to a good number of books, journals, articles, newspapers, write
ups, company records, memorandum’s accounts and financial records provided by the
company, and also obtained through the personal cfforts of the researcher. Numerous
visits was also made to various libraries, field work, discussions and from the experience
with the firm, rclated firms like Akintola Williams & Co and or Associates, KPMG
chartered Accountants and or Associates and related institutions, bodies and individuals

over the coursc of this study.

SOURCES OF DATA

During the course of this work, the three (3) main sources of data and types of data were
delved into, these are as follows:-

(1) Primary datla

(1)  Secondary data and

(tit)  Tertiary data

() PRIMARY DATA
These data consists of material obtained from the original source of information
concerning the issue at hand i1.e. fims on the spot work study, record/files,

ledgers, memorandum from the partner to the managers, management mectings.

(i’ SECONDARY DATA
Sccondary data is material obtained from related sources close to the original base
of information. In this respect, this is information supplied by various members of
management, the manager, members ol staff, the workforce and (rom intervicws

with managethent and selected personnel.

diiy TERTIARY DATA

This is on the whole a combination of both sources of primary and secondary
data, which was supplied by the management of the company, in the form of

company memos, and selected files/records.



1.8

LIMITATIONS OF THE STUDY

Amongst the basic limitations of the study are the following: Firstly, is that in connection
with the small sample size of this research work. In this case, the main bulk of the study
is centered on {brahim Yusuf & (lo and or Associates Kaduna. Howcver, occasional
reference shall be made to KPMG Chartered Accounts and or Consulting and Akintola

Williams & Co and or Consulting Kaduna.

Secondly, 1s the himilations of the researcher of the lack of control over variablces,
especially in the sense that in this particular case, there exists both independent and
dependent variables, which arc outside the control of the rescarcher. This becomes
apparent iaking into consideration that in social rescarch such variables as inflation rates,
costs, sales and demographic factors are not constants and thus could not be studicd in

controlled situations.

Thirdly, arc those limitations, which relate to the nature of published literature. And in
this connection both primary and secondary data were widely used in the drafting of this
study. One common problem with published literature is that of mistakes n the
collection, compilation, trcatment, interpretation and analysis of past dala on a given
phcnomenon. However, in the cvent, due care and caution has been made to check the
authenticity of all malerials at hand, and the researcher accepts all responsibilities for any

error or omission,

The time span over which the research work was conducted and completed, in a way
constitutes a limitation, in that for an organisation that has been in business for over a
decade and taking into constderation the fact that the principal partner who is competent
to answer most ol my questions is always on the move attending to his clients outside the
state, one would have needed a longer period for the bulk of the rescarch and thus a2 much
morc comprehensive study. However, under the prevailing circumstances, it 1s hoped and

helieved that this work will suffice.

10
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FOOT NOTES

Marketing effort refers to a particular method, or methods through which a given firm
seeks to offer a good or service to a market, over a given period of time. Hence marketing
offering is used in some situations.

These and related problems are issues which affect marketing the world over, sce
principles of marketing by Philip Kotler and Gary Armstrong page 5-32 chapter [.

It is important to note that the cfficiency and effcctiveness of specific markcting
techniques could only be tested through time i.e. the passage of time and the degree to
which the [irm is able to expand its market share, increase sales volume and maximise
prolit potential,

This rclates to the issuc of planning marketing techniques and their implementation; a
good plan may be useless if it cannot be executed, therefore planning marketing activitics
tor achievable largets and long stay sustcnance for growth and development is iimportant..
Sce, Malecolm, HB.M “markcting plans, how to preparc them, how to use them”

Heinemann. 1984.

12
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CHAPTER TWO

LITERATURE REVIEW

This section primarily deals with an overview of what various writers have written on the
subject of rescarch, marketing in consultancy services and on such issues as marketing,
its definition, scope and nature, marketing techniques, and the elements of the marketing
mix. On product, price, promotion, markcting management, marketing research, the
marketing concept, and related phenomena in marketing. In consideration of this review
ol literature, an attempt is made to show the approach of this writer is slightly diflcrent

{rom the previous approaches and its significance in this aspect.

Professor David lornem views consultancy service “as an intangible product performing

LTS

tasks that satisfy the buyet’s needs in chosen market segments”. “When you marke! a
service, your customers come away empty handed from the resulting sale” { you can sce
and handle a product while the same cannot be said of a service. A product is produced
while scrvice is performed. The implication of these differcnces is that successiul

markeling of scrvices takes far more than conventional marketing methods.

Some special featurcs of marketing in consultancy services have to be recognised by

management consultants if they are to be successful in promoting their services to clicnts.

These arc:-

1. INTANGIBILITY OF CONSULTANCY SERVICES
Since the client can’t touch, sce, hear, tastc or smell consultancy services, there is
a heavy burden on the promotional strategy o be adopled. When products are
marketed, the products themselves can communicate valuc to the consumer.
Management consultancy services don’t offer this ease. The efforts of consultants
must therefore be directed to highlighting benefits which clients will get from the
services rather than the service itself. Because ol the great difficully m
demonstrating, displaying or illustraling management consullancy services,
clients are often unablc to evaluatc the quality of service before buying.
Consequently, the reputation and imagc of the firm or the individual managecment

consultant become paramount in buying decisions.

14



In the promotion of management consultancy scrvices, consultants must make
spccial efforts to compensate for the intangibility that is the nature of scrvices.
Written documents with headed papers brochurcs, catalogues, proposals and
reports emanating from consultants have 1o be of high quality. Reports, especially,
are the only ftinished “products” of consuliancy services that, in a4 way can be
touched and felt. Consultants must take full advantage of the possibility of

making impact on the client.

A manpower development consultant can cnhance his marketing by producing
quality course manuals and through the usc of experl presenters and relevant

audio visual materials.

INTERDEPENDENCY

In management consultancy, the buyer and the seller are interdependent. The
seller performs the services for the buyer (client) frequently plays a role in the
marketing of the scrvice by recommending the scrvices to others if he finds it

uscful.

Another aspect of interdependency is that there is olten no transfer of ownership
in the sale of management consultancy services. Clients cnd up depending on the
consultant during the consumption or us¢ of the purchascd service. [n contrast,
afier purchasing such ilems as food, clothing, appliances or furniture, the buyer is

not dependent on the seller 10 any comparable extent if at all he is.

In short, there cxist a dependency relationship between management consultants.
and clients. It is a personal and professional relationship. The value of the services
which management consultants offer to clients is often measured by clients on the
basis of the quality of the personal relationship between them (the clients) and the

consuitants.

15



PERISHABILITY

Managemeni consuitancy business doesn't have inventory problems. [t has
capacity problems. One expert can attend to just so many clients in a given time.
Consultancy scrvices cannot be stored and sold according to (luctuations in
demand. When the service of an cxpert is not consumed, it perishes with the
passage of time, From the marketing stand point the perishability of services
means one’s stratcgy will have to address the problem of fluctuating demand.
Management consultanis may {ind it nccessary to discover new uses of tdle

facililics and ways to stimulalec demand during the of(-season.

DIFFICULTY IN STANDADISATION

Consultancy services are performed by human beings and thercfore performance
is subject to human frailty. Most services by management consultants are person —
nitenstve. This can resuMt n vanations i the qualily of the consulting firms
performance. Although it may be difficult to maintain the same standard of
performance, consulting firms and individuals consultants must ensure a sufficient
level of consistency and high quality performance if they arc to build the needed
customer confidence. The implication of this is that management consultanis must
exert every effort 1o keep the performance of their scrvices consistently at a igh

level.

This can be achieved largely through effective reeruitment, selection and training

of consultants and into firm technical review scssions.

INSEPARABILITY

The person offering the service cannot be separated from the scrvice, unlike the
seller of a physical product. The service 1s the consultant and vice-versa. Thus, the
client secs consultants as the product itsclf. The implication is that the consultant

must present himself weil first, even before the service.

16
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not, One reason for this is that a consultant does not have a vested interest in any
one plan. The consultant is free to give advice without having his personal or

political motivations questioned.

TO IDENTIFY PROBLEMS

Insiders are often not objective enough to identify a problem and its svmptoms.
They often fail to see the wood for the trees for a reason, and they are emotionally
imvolved for another. If you arc part and parcel of a set up. you normally get used
to things being done in a particular manner. Gradually, even though you may sull
have the best of analytical abilities, vou fail to dentify that which constitutes a
problem to efficient operations in the organtsation. In a way, without knowing it,
you become a part of the problem of inertia within the system. The kind of help
that 15 required by the system at this stage usually can best be obtained from the

outside consultant.

TO ACT AS A CATALYST

Consultants know how to imitiate change. Thev can overcome the inertia typically
found in structured organisations. For example, a consultant can communicate
with personnel at all levels of an organisation’s hierarchy and, when necessary,
[acihtate communication among emplovees at different hierarchical levels. When
the need to effect change in the organisation 1s high and particularly 1f the
organisation wants an independent impartial way of introducing the change to
maximise general acceptance, the consultant can be a good catalyst in that

Process,

TO INSTRUCT

A consultant may teach his skills to a client and teach employees how lo apply
new technologies or how to operate in a changing organisational structure,
sometimes, when the company brings in a consultant, the main role is to impart
certain skills so that the organisation will become independent in that sphere of

skills at the end of the engagement.



(a)

{b)

{c)

There arc other common threads that run through the reasons for buying
consultancy services and these are, in fact, the factors which finally make a client
to setile for your particular services or for those of your competilor. My

discussion will be incomplete without dwelling, if only bricfly, on them.

CLIENTS DESIRE FOR PERSONAL ATTENTION

Like in all service businesses, clients in consultancy busincss require personal
attention. By appealing to the client’s need for personal attention, you will be
offering a promise that is often ignored by your competitors. The point has been
made, that it is difficult to separate the services consultants offer from those who

render the services.

CLIENTS ARE SUBJECTTIVE

Traditional marketing theory teachcs us that indusirial buying bchaviour is
governed by objective criteria than by subjective criteria. Being a sort of
“industrial” product, onc would have expected purchasc decisions relating to
consultancy services to obey this rule. You will be disappointed that this doesn’t

wark out exactly so.

ADVERTISING

There are two ways to handlc advertising in consultancy. Fither you do it yourself
or you get an advertising expert to handle it for you. Whichever approach you
adopt, you must first define very clearly your objectives for advertising and what

role you cxpect advertising to play in your business.

Although the Institute of Chartered Accountants of Nigeria (ICAN) the body
respansible for the regulation of accounting practice in Nigeria place limitation on
the level of advertisement that firms could engage but the consultancy arm of the
firm could be allowed to advertise as we see on CNN daily how Author Anderson

consulting, price water house consulting advertises their services.
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My strongest justification for advertising is found in the Holy Bible:

Let your light shine before men so that they may sce your good works (Mathew

chapter 5 verse 16). But consultants need advertising for three basic reasons:

(i) Availability: Clicnts in your target market must know where and when
you are available and how to rcach you. You need (o crcate awareness for
your existence and for the kind services you can offer. Advertising is one
of the effective ways to do this.

(i)  Image or reputations: Clicnts need to be informed aboul who you are
and how you rate among fellow consulting firms. Corporate advertising
can hclp you to achieve this. In a period when any body just wakes up to
claim the title of a consultant, the lcast service any consuitant can do to his
practice is to let clients and potential clients know and rate his reputation.

(iiiy  Use benefits: [niending clients must understand how the resuft of your
scrvice will benelit them. This can be incorporated into your promotional
strategy. If your services are purchased only wien they arc needed, then
awareness of your advertising message should simply be to keep your.
name and business location exposed to potential clients so that when your
service is needed they will remember you.

(iv) ~ Personal selling: 14 takes a professional to sell professional services,
observed James Mahon °. It is not every bady who knows how ta sell, who
will be sent out to sell consultancy services. The job must be entrusted to a
profcssional who understands buying motions and who can operate on the
same wave length with clients.

(v)  Publicity: pyblicity is ofien confused with advertising. Publicity is the
news that 15 generated by ones activities and can therefore be called “free
advertising”. A way Lo obtain publicity is to issue press releases to the
media, opening of new office, running a scminar, introducing a new

service or the addition of a new highly qualified partner.
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THE ROLE OF MARKETING

Marketing 1s as important in the services business as 1t 1s in the marketing of physical
products. Management consultants who neglect marketing may be risking eventual
obscurity or even the end of their business. The principles behind the marketing concept
hold promise for the operation of the ficld of consultancy firms. Their creative adaptation
to the field of consultancy can create satsfying relationships between clients and

management consultants.

A consulting firm that wants to introduce marketing as a deliberate function may have to
grapple with problems of allocating time to turning and making doers into sellers. Some
basic training in marketing, public relations and advertising is necessary for the idea to

prove uselul. Short seminars organised by other consultants may prove useful.

Creative marketing of management consultancy services has the potenual to educate
clients on availability of services. To that extent, clients have something to gain from
aggressive marketing by consultants. The introduction of marketing consciousness in a
consulting firm can also lead to better relations between consultants and existing clients,
attract additional clients as well as enhance the business development cfforts of the
practiioner.  Management  consultants  should therefore pay greater attention 1o

marketing.”

PRODUCT

A product is simply a complex set of tangible and intangible physical and chemical
attributes of characteristics assembled in an identifiable and recognisable form. A product
1s thus a complex of such tangible and intangible attributes, including packaging, price,
colour, manulacturer’s prestige, retailer’s prestige, and producers services which the

huyer may accept as offering satisfaction of needs and wants ™.

In the field of management consultancy, services are the products. They may include
training packages, consultancy on organisation development, employee motivation, job
evaluation, market research, a feasibility study, loan syndication, negotiation strategy,

mmage building ete. whatever product it is, the 1dea is to locate it from the point of view of



the customer or client, We must not think of the service based on our whims and brain
wavcs, and then begin io push 1t out fo the clients to buy. If we do this, we are being

production oriented, the product must be right trom the stand point of the client.

The client views the consulting firm and all the personnel who have dcalings with him as
part and parcel of the total service offering. The persons (consultants) are therefore not
separate from the services (product) being offered. Their dress, presentation, manner of

approach, etc must therefore be carefully designed and planned.

PRODUCT IMAGE
Is a psychological conglomerate of customer feelings and attitudes towards the products,
place of origin, its manufacturing i.e. product quality, and the product itself as

presentation in promotion in the course of market offering”.

PRODUCT ITEM
Is a brand of product which is meant for a specific use and sold 1o a specific market®. It is
a specific a particular version of want. It has a specific quality, colour, size, pattemns,

package directed towards the satisfaction of needs, wants and related desires.

PRODUCT LINE

[s a group of product items that are closely related either because they are used to satisfy
a particular need or used together to satisfy a particular set of needs, wants and related
desires. These product items are sold {o the same customer group?. In addition, a product
line 1s all the items sold to a given market segment through the same channels. In short, it
is an assortment of product items, for instance in the professional accounting industry a
product lingc consist of auditing, management accounting, invcstigation, taxation,

reconstruction and training.

PRODUCT MIX

A product mix is a composition of products offered {or salc by a particular company, it is
a combination of the product items and range of the product line. A company tries to

develop a unique definition and presentation for its linc. The product mix — may have
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width and or depth lines. The width is the number of different product lines carried by the
company, its different composition and assortment. Whilst depth is the number of product

items offered for sale by a particular company, within each product line.

The depth of a product mix, consists or the in corporation of specific product
characteristics, into the final design of the product, for example the type, style, fashion,

customers feelings and self concept.

PRODUCT POLICIES
Product policies are guidelines on what product — items are to be made, and policies

regarding their pricing. promotion, place distribution, packaging, branding, sale etc.

Furthermore, product policies are general management guides regarding issues as 1o
product lines, product mixes, and what specific attributes these product items would

have, as integral aspects of planning marketing strategies.

PRODUCT PLANNING

This embraces all activities which enable producers and middlemen, to determine what
should constitute a company’s line of products. It ensures that the company’s products
are identiffable and fogically related. This is directed towards the justification of product

items designed to strengthen the competitiveness and profit position of the company.

Product development encompasses  the technical activities of  product research,
engineering, and design, 1t deals with product innovation, improvement, modification and

new product development,

PRODUCT PRICING

Pricing is the process by which exchange values are worked out for products or services.
All market exchanges do, as a matter of fact, require an expression of price. Consumers
and clients look at price as the measure of the value for a particular product or services
offered. A price can therefore logically be considered as the exchange value of a good or

service. Expressed mostly often in monetary terms, price is considered by buyers as what
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2.3

is cxchanged for satisfaction or utilily. For the seller howcver, price is most often

congidered as the amount asked for a product or service that will result in fair profit.

There are basic pricing strategies in common use today. The first strategy is commonly
known as “cost-plus™ pnicing. This means determming the sales price of a particular
product by calculation and marketing cach unit of the product and adding a certain fixed
percentage (to cover overhead expenses) that gives an appropriate profit margin. This
type of pricing is generally associated with a “production oriented” socicty. That is to say
a society in which the consumer has little choice because there are not many consumer
goods available and thus a manufacturer tends to consider his own convenience more
than the consumer’s necds. This happens largely because whatever he produces, the
consumers have no choice but to buy it. Thus, with production matters being so

important, the pricing is also oricnted towards production.

Thereforc, in the course of this study, in analysing marketing pricing strategies in the
consultancy industry, using IBRAHIM YUSUF & Co Kaduna, an attcmpt 1s made at
showing how management could adopt a serics of strategic pricing schemes and methods
to enhance the firm’'s competitive position in the market place, and in the process, expand

its market share, increase sales volume and provide for sustained long term profitability.

PROMOTION

The term promotion refers to all activities designed and carried out to get 1deas, products
or scrvices acccpted by the target group. In the context of management consulting,
promotion can be regarded as any activity that helps (o scll the services offered by the
consulfing firm.

Example of promotional activities carried out by consultants includes press releases
which announce engagement of senior consultants, brochures, giving of lectures to a local
trade association, donation of books or computers to educational institutions, buying of
space in the press to advertise services ete. In carrying out promotional activities,
consultants give practical expression to the belicf that it is no longer enough to package
the professional services and just wait for clients to come to you. It is necessary to inform

your clients that you have these services.
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PROMOTIONAL MIX

There are a number of elements that make up what is known as the promotional mix.

These elements are:

(a)
{b}
(¢)
(d)

(b)

©

(d)

Advettising
Publicity

Public relations
Personal selling and

Salcs promotion

ADVERTISING: Any non-personal sales message which 1s paid for by a
consultant or his firm is advertising. Advertising promotes the consullants
services or image, lts focus is the mass audicnce. The firm that finances the
preparation and placement of advertisements in th¢ mcdia is known as the
Sponsor.

PUBLICITY: This mcthod of creating awareness entails the use of a non paid for
and non personal form or means of communication. And in this conncction,
information is passed through channels of the mass media. This methed is to a
very large extent objective in that it is as a result of such exposure that patronage
is enhanced, and some firms take it as a matter of policy to cultivate good
publicily.

PUBLIC RELATIONS: ¢op jts part is concerned with any kind of
communication effort consciously undcrtaken to improve and maintain mutual
understanding between the organisation (the consulting firm or the individuals
consultant) and the relevant publics such as clicnts, cmployees, partners,
shareholders, government, trade groups and the community. It refers to all
activitics by the consultant or his firm designed to build goodwill towards the
consulting practice.

SALES PROMOTION: Thjs is any non-recurrent short-term activity designed to
stimulate salcs of services in a specified period. The focus of sales promotion
activitics 1s to complement both personal sclling and advertising. Sales contest,
exhibitions, sponsorships, sales premiums and pricc reductions are exanmples of

sales promation.
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2.4

On the whole, cach of thesc elements in the promotion process, complement one
another, and in most cases a combination of two or more are used. All with the
objective of increasing awareness, providing information, cultivating interest, and
persuasion and in general as a means of communication between the marketer and

the market.

MARKETING MANAGEMENT

There is no single way of doing it. Each firm will take decisions rclevant to its peculiar
circumstances. The marketing ol consultancy presents special problems which have to be

taken into account in the organisation for marketing.

In management consulting, everybody from the top down to “Juniors™ consultants are

involved in one aspect of marketing or the other.

Because consultancy is a personal service, it is difficult to separate those who perform
from those who market the service. The process of doing the job of consulting itself
becomes a marketing opportunity. [t is thercfore not customary o have a separate

marketing department within the consulting firm responsible for marketing.

This style of organising for marketing can be a rcal advantage where the entire
organisalion accepts and practices the markcting concept. Where this is not the case, it
can become a serious problem as marketing would be relegated to the point of oblivion

since there is no exccutive with the sole responsibility for marketing.

To avoid this, and to put the marketing philosophy into practice, thec Chicf Executive of
the firm must assume total responsibility for marketing, He may do so dircctly himself if
he can combine it with his other functions, or he can assign an cxecutive who works
directly with him to co-ordinate the marketing function. Another way of handling the
marketing function is to employ the services of a marketing agency to advisc on all

aspects of marketling and assist with implementation.
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2.5

This arrangement is only meant to bring about proper co-ordination and administrative
harmony. It docs not preclude other scnior partners from discharging their responsibilities

in the area of markcting the firms services.

Indeed, senior partners and owners of consultancy firms must assume responsibility for
marketing management activities. The functions of marketing management re fortunately
no different from the other aspects of management. Marketing management involves
planning, organising, motivating, directing and controlling all the activities of the
consultancy business, The focus of every department should be on trying to identity,
anticipate and satisfy customer requirements in a profitable manner. Marketing
management and the delight application of the marketing philosophy ensures that all the
activities of the firm are customer-oriented and in keepig with the firms overall

objeclives.

MARKETING RESEARCH

This the systematic, recording, and analysis of data aboul problems relating to the
marketing of services which can be described naturally as the vehicles through which the
marketing concept is given practical meaning. It studics market characteristics such as
size, location, potential, attitudes of clients to products or services, ctc. The end purpose
i1s for the marketer to know, understand and address the nccds of his clients more

appropriately.

Therefore, a thorough and objective marketing research effort would be of immense
benefit to the firm, in the sense that it would provide up to date, reliable and accurate data
to the problem at hand. It would be time saving, give relevanee ynd direction on the

firms marketing strategy, formulation and implementation.
Furthermore, it places due cmphasis on the nature of business, the markct opportunities,

consumers, economic trends and also management's attitude toward the marketing

functions,
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2.7

THE MARKETING CONCEPT
The ideas promoted or canvassed by the definition of marketing as encapsulated by the
Chartered Institute of Marketing have come to be termed the marketing concept. The
ideas underpin every operation of the firm and firmly take root as the philosophy and
fulcrum upon which every other thing revolves. Morden® has described the marketing
concept and its importance, He says:
The most important managerial task within the organisation is that of
understanding the needs and wants of customers in the market, and adapting the
operations of the organisation to deliver the right goods and services more

effectively and efficiently than its competitors.

The marketing concept emphasises and focuses on the idea that products or services
should be planned, designed, promoted, priced and delivered in such a manner that the
needs and requirements of customers or clients are met efficiently and effectively, and to

provide a profit for the firm serving to meet the needs and requirements of clients,

PRODUCT STRATEGIES

Primarily product strategies include the decisions relating to:

(1) Product planning, this entails the product items to be produced, the product lines
to be offered, sales, markets, and the research and development programmes for
new products.

(1) Branding decisions, the selection of trade marks, use of brand names, sales under
a private label or unbranded sales.

(1)  Packaging — Providing for information, safety of product and labeling of product
Hems.

(1iv)  Services - This entails providing needed services to accompany the product.

PRODUCT PLANNING

A product is anvthing that can be offered to a market for attention, acquisition, use, or
consumption and that might satisfy a want or need. Products include more than just
tangible goods. Broadly defined, products include physical objects, services, persons,

places, organisations, ideas, or mixes of these entities. Services are products that consist
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of activitics, benefits, or satisfaction that arc offered for sale, such as lax preparation,
home repairs etc. Services are essentially tangible and do not result in the ownership of

anything,

Product planning can be looked at from three levels. The most basic level is the core
product, which addresses the question: what is the buyer really buying? It consists of the
problem — solving services or corc benefits that consumers seek when they buy a product.
Thus, when designing products, marketers must first definc the core ol bencfits the

product will provide to consumets.

The product planner must next build an actual product around the core product. Actual
products may have as many as five characlenistics: q quality level, features, design, a

brand name and packaging.

Finally. the product planner must build an augmented product around the corc and actual

products by offering additional consumer services and bencfits'’ Kotler PR75.

The company Ibrahim Yusuf and Co. and its two other companies produces a wide range
of services which are grouped among the companies since the services are distinctly

different from one another.

It could be seen that each of the company has a product line.

1. {BRAHIM YUSUF & CO (Tax management and Auditing)

2. IBRAHIM YUSUF & ASSOCIATES (Human Resources Development)

3. Beta Consultancy Services Ltd. {Engincering and Estate Managemcnt)

It is a combination of these related product lincs which constitute the companies product

mix.

MARKETING INFLUENCES

Management has put forth two reasons for cxpanding the product mix. One is to provide a basis

for increasing the lcvel of services by taping new markets and cxpanding present markets.

Secondly to use the company's marketing capacity more efficiently by a better use of its business
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(i)

(iii)

(v}

have unique needs and wants, cach buyer is potentially a separate market. 1deally, then, a

scllcr might design'? a separate marketing program for cach buyer.

There is no single way to segment a market. A marketer has to try different segmentation
variables, alone and in combination, to find the best look al the major geographic,
demographic, psychographic and behavioral variables which provides the means for
offering its wide range of services to various target markets.

For instance Ibrahtm Yusuf & Co. has subdivided the North Central and East Central into
diffcrent segments offering different services in the identified segments. This enables the

company to mecasure growth and profit.

PRODUCT DIFFERENCIATION

This basically entails the process by which a marketer seeks to emphasis a difference
between his services and those of competing firms. Here the marketer sceks to gain
market share by cmphasising the unique difference of his scrvices in terms of quality,
delivery and hence ils ability to offer need satisfaction. Management has over the time
used this stralegy with respect to its peculiar method of packaging its services and
delivery same in the latcst up to date computerised folders containing its office address

and logo to make it different from othcrs.

MARKET INTEGRATION

Marketing intcgration refers 1o the process in which a marketer strives to offers his
services to a wide range of customers, thus bearing in mind that there exists differences in
customer taste and consumption pattcrns13 consequently a service may appeal to certain
groups of customers at different times, places and situations. Here the firm strives to offer
its range of services to meet and in the event satisfy different customers/market segments.

By making its services availablc in different ways to satisfy the various markets.

PRODUCT PLANNING AND DEVELOPMENT

The management of the company in the process ol introducing new products in

modifying existing ones and in abandoning old products is guided by number of factors,
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how ever this is predicted on the basis of quantitative analysis primarily using the PLC

analysis. (Product Life cycle analysis).

PRODUCT LIFE CYCLE ANALYSIS

The product life eycele (PLC) refers to the products sales growth from its introduction to its peak,
followed by a decline and its eventual withdrawal from the market. The life span of the product
is thus measured overtime. with each stage being characterised by different levels in sales, profit,

growth, promaotion and capital investment.

This analysis is important particularly to Beta consulting services because it to a large extent
determines how the company is to utilize its resources, initiate and develop definite marketing
strategies over given period of time in addition the various attempts by management at
promoting the product over cach stage are drawn up. this is with a view towards prolonging the

life span of the product, increase the level of sales and maximum profit potential.

S LIFE CYCLE OF PRODUCTS

"

mmﬂm
\

The introductory stage. is characterised by the initial entry of the product in the process of full

sales 1|  (uerodwetion @
m /

scale commercial production, heavy initial capital outlays, in product planning and development,
the need for intensified promotion, to create awareness and interest. Consequently prices are
relatively lower than competing brands of products, subsequently. a rather small level of sales

and of little or no profit is realised.

During the growth and maturity stages the demand for the product is expected to pick up, sales
volume increases as a result of expected demand and in response to increased promotional efforts
and the appeal of attractive price ranges. In this connection management could employ a variety
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of pricing strategies depending on the market and prevailing circumstances. Such strategies as
price discrimination, segmentation and customary pricing are commonly employed. The stage of
saturation 1s characterised by an increased level and intensity of competition. It becomes stiff and
cut throat, indeed. A common feature of this stage is the practice of price cutting, and price war
which becomes the order of the day. This is due to the desire and need to maintain and if possible

in the event expand market share.

Finally, during the stage of decline, new and competing products are introduced on a continuous
and ever increasing level. In addition, substitutes and alternatives are also introduced, with a
view towards getting a share of the market. The old products prices tend to fall as a result of

sales volumes gradually decreases and there is little or no profit realised.

Usually this stage is characterised by price stability, in that prices are stable over a long period
and tend to fall with the gradual decline of the marketability of such related brands and product
versions, this spells the eventual end of the product. Here the marketer secks either to prolong the
life of the product, through product innovation, modification and development, or abandon the

product all together.

The above can be categorised into three main product strategies namely:
(a) Adding new products
(b) Modifying present products

(c) Abandoning old products.

The product life cycle should help consultants to know when to introduce new services and

abandon old ones that are no longer marketable so as to continue to be relevant in the society.

28  ALTERNATIVE MARKETING STRATEGIES

Gravens, D.W. has identified a number of alternative marketing strategies that could serves as
substitutes to the above mentioned marketing strategies, and which are to a very large extent
comphimentary to such marketing strategies. These alternative marketing strategies are analysed

on the basis of matching market demand, either increasing or decreasing to the resources
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available to the company. And depending on the situation a particular strategy is emploved to

attempt to match the resources to the level of demand.

TABLE 11

Market demand Resources and  Capacity
Adequate Inadequate
S A B ]
Increasing Growth Strategy Marketing Retention
Strategy
c —D -
Decreasing Market Building Balancing and Realignment
Or Strategy
Diversification Strategy

SOURCE:  Gravens D.W. “Marketing management in an era of shortages™ Dalyuple, D.J. &

Parsons L.J, “Marketing management, Text and cases™ John Wiley & Sons 1976 PP 19.

BRANDING STRATEGIES

A brand i1s a name, term, sign, symbol, or design, or a combination of these or group of sellers
s = . 7 = ~ p—

and to differentiate them from those of competitors'®. Thus, a brand identifies the maker or the

seller of a service.

A brand 1s a seller’s promise to deliver consistently, a specific set of features, benefits, and

services 1o buyers. The best brands convey a warranty of gquahty.

A brand can deliver up to four levels of meaning.
Attributes: A prand first brings to mind certain product attributes. For example
mercedes suggest such attributes as “well engineered™ “well built” “durable™ “high
prestige”™ "fast” expensive” and “high resale value™. The company may use one or more

- Benefits :. Cystomers do not buy attributes, they buy benefits. Therefore, attributes must
be translated mto functional and emotional benefits.

- Values:. A prand also say something about the buyers values e.g. a brand marketer must
identify the specific groups of car buvers whose values coincide with the delivered

benefit package.
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Personality:_ A prand also projects a personality. The brand will attract pcople whose
actual or desired self images match the brands image. Therefore for a consultancy firm to
he patronised it must have created a niche for it self in terms of quality and deliverance,
this 1s why lirms like Author Anderson and KPMG consultancy arc houschold names
globally. These companies are able to link their trade names to the individual product
names - in this particular stratcgy, the firm puts out individual product items with
separated names, but having a direct linkage with the company trade name. Here the
reputation of the company generally combines with the specific image of the product.
Packaging:. packaging is the general group of activities in product planning which
invalve designing and producing the container or wrapper for a product. Awarcncss is
created by packaging and the package influences the choice of purchasc. Consultancy
packaging are very much like advertising in the manner they get presented to the client.
The presentation process is similar just as the consultant - client interface characteristic.
Three main areas that should be considered in packaging consultancy services include :-
Planning.. he planning of activities connected with packaging proposal is structured
around ,

The strategy of the presentation which include knowing your audience and understanding
the purpose and objective of the presentation .

Planming the message, 1s what exactly you can say to achicve your objective. This aspect
focuses on message organization, the persuasive element etc.

Selecting :- Sclecting and planning audio — visual look at the possibilities of using AV
media to enhance the presentation. Graphic artists may be employed to do a thorough
work.

Production:- This 1s the actual product that the consultant will be marketing to the client
during prescntation. Design the visuals in a manner that will strengthen the points of your
presentation. Arc there any graph that can be use to drive home the points?

Prescntation:- This stage of the presentation involves making sure that the setting room
and facilitics of the presentation arc right, presenters style and credibility are focused,
correct reading of the audience is done, method of message dclivery is in keeping with
carefully identified audicnce expectation and follow - up plan which takes care of the end

— presentation and what happens afterwards,



Labeling:- The label is that part of the product which carries information about the
product or the producer. A label may be part of the total package or just a tag attached to
the product. In most cases the label on the company’s product are printed materials on the
package representing a tag attached to the product. Descriptive/Informative labels are
used, these labcls give written and in some cascs illustrative information about the range
of services offered by the consulting firm. This also has an effect on promotion, in that it
create awareness and stimulates purchasing and buying motives, having a positive effect
on repeat patronage.

Servicing:. |, general (his entails providing needed suppott services to accompany the
product sold. For instance books and articles can be authored since consultancy is a
knowledge business, considerable milage could be gained when you are seen as an
expert that is guoted and talked about, writing books and article in profcssional journals
and in respectable press given you instant recognition. Through this you arc helping to
build the knowledge of thc usc of your services to have a decper understanding in
specific selected arcas. The training of client stalf has a good potential to encourage more
use lor the consultant services. Granting of credit lines to users of the consultants services
enhance flexibility in the cash flow plans of the clients. Giving of gift ilems such as

calendars, calculators, diaries, pens are also good business practices.

MARKETING PRICING STRATEGIES

Pricing is the process by which exchange values are worked out for products or services.
All market exchanges do, as a matter of facts, required an expression of pricc. Consumers
and clients look at price as the measure of the value of a particular product or services
offered. A price can therefore fogically be considered as the exchange value of a good or
scrvice. Expressed most often in monetary terms, price is considered by buyers as what is
exchanged for satisfaction or utility. For thc seller however, pricc is most often

considered as the amount asked for a product or scrvice that will result in fair profit.
Markcting pricing stratcgy is affect and by a number of factors which includes the

following : Market forces, competition and competitive actions, cconomic condition,

government regulation, ICAN regulation on pricing, Institute of Management Consultant
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regulation on pnemg, the personal worth and the phenomenon of consumerism, 1.c.

(constituting ethical barriers on how high prices should be).

The forces of demand and supply for the services of the firm to some extent affect
pricing, for instance during the last but one military regime most state governments used
the services of consultant to improve their revenue bases through the correct assessment
and payment of taxes from individuals, partners and companics, hithcrto such
government offices and companies were under assessed. The high income generated by
these consullants also improved on the earnings of the consultants as payments to the

consultants was based on percentages of the turnover.

Competition and competitive actions.. The strategies adopted by its main competitors
have in a way influenced the firms choice of and use of specific marketing pricing
strategies. For example when the competitors fix 3% as fees for revenue generated above
the limit sct by the client, Ibrahim Yusuf and Associates will adjust its own fees in line

with the activities of competitors so as not to under price or over price its services.

The prevailing economic conditions also influence the choice and cstablishment of prices.
and specific marketing pricing strategies overtime particularly during this current period
of low income by individuals and companies resulting i the fall of purchasing power.
The firm has over time had to repeatedly review prices, negotiale fees and had to compete
with the entry of quarks into the field who are ready to sell at low fees to willing users of

their services.

Both the Institute of Chartered Accountants of Nigeria (ICAN) and the Institute of
Management Consultants have regulation guiding payment of fees on services rendered
hy its members. These regulations spells out what should be paid to different categories

of staff used by the firm for any assignment.

However, therc are other strategies in use today by the [irm which includes “Cost-plus”

pricing mainly associated with production companies where a reasonable percentage 1s
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added to the cost of material, labour and overhead as profit, but in consulting, this
approach in pricing or fixing of the fee will translate into the following procedure:

(1) The consultant will cost all materials and time in terms of per diem rate.

(1) Add promotional costs such as advertising, entertainment, gifts etc.

(1) Add overheads such as rents, utility bills, administrative expenses etc.

(1v)  Fmally, he will add a percentage to provide for his profit margin.

Every profitable transaction has to cover the basic costs 1.e. direct costs, and overheads

and then it must have some naira extra to be really profitable.

Another pricing strategy is the market SEnsitive strategy which is oriented towards the
consumer or clhient and the price is fixed according to what the consumer or client is

willing to pay for the services.

My findings in the course of this research work reveal that emotional and psychological
factors influence the consumers choice and these factors can be influenced by
promotional, and indeed, pricing strategies. For instance, an identical service say auditing
of account may be available in two different firms. One of the firm situated in an office
not well furmished and located in a poor place while the other well furnished with a
charming secrelary to receive you and located in a good place, it is observed that clients
will patronise the later firm even though the cost of the service will be higher. This is
hardly a rational behavior, but it is a very common human behavior, as people associate
quality with high price and many clients are willing to pay more for what they perceive as

quality.

TECHNIQUES FOR PRICING

Whatever techniques you decide to accept must take account of the personal worth of the

Director/Partner. The factor generally considered in fee-setting would nelude:

(1) What vou ought to get as a salary if you were working for some one else i.e. your
personal worth

(11) Your employee benefits

(111) Your overheads
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(iv)
(v)
(vi)
(vii)
(viii)
(ix)

Your profit

Your competition in the market place
The economic climate

Level of bad debts

Declayed payments

Faimess to your own clients.

There arc many techniques of fee arrangement in use by this firm. The following are the

methods in use at some time or the other.

(a)

(h)

{c)

FIXED FEE CONTRACT

Under this method, the consultant ncgotiates and agrees with the client over a-
fixed fee for performing a task. If it is a market survey for instance, the consultant
will cost the job and make provision for his profit and then procced to negotiate
with the client. With this information at the back of his mind, he will take his time
to evaluate any offers made 1o him to ensure that what he accepts comes fo an

amount not lower than his per diem rates.

The fixed hourly or per diem rates for various categories of consultants

performing an assignment has also been referred to as fixed price contract.

Under this arrangement, the principal partners may charge higher per diem rate

than say senior consultants or field investigators.

FIXED FEE PLUS COSTS

All that has been said about fixed fee contract above would apply here. In
addition, costs ol performing the assignment are determiined logether with the

client and are added to the fixed fee or the fixed per diem rates.

PER DIEM RATE

The per diem rate system is the most popular among consultants and in this firm.
It simply involves adding all the estimated costs during the period of the

assignment, adding the expected profit level and dividing this by the period over
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(d)

(¢)

which the job is to be performed. The period may be a ycar, or a day or a month

or a week,

HOURLY RATE

This is an alternative to per diem ratc. The difference here is that instead of
working on the basis of days it will take to do the job, one is considering the

hours. In terms of naira and kobo, it should come to the same sum.

COST REIMBURSEMENT PLUS FEE

Under this arrangement, the consultant submits bills periodically while
performing the assignment. These bills are reimburscd by the client. In addition to
this, the client pays daily or hourly rates of consultants assigned to various aspects
of the assignment as agreed. When reimbursables costs are to be madc, it is usual.
for the client and the consultant to agree especially on the kinds of expenses und
their levels that can be incurred on behalf of the client. This is essential to avoid
unscrupulous practices of certain consultants who take advantage of this
arrangement. The agreement on the kinds and levels of expenses that can be
incurred on behalf of the client can also go along way to eliminating one of the

factors that often lead to client consultant conflict.

CONTIGENCY FEE

The contingency fee is one whose payment depends on sonicthing else happening
other than the performance of the job. A client may propose, for instance, that he
will pay you when the cconomy improves. In my view, the consulltant who
accepts this kind of proposal nceds to see a psychiatrist. Take the example of a
clicnt who proposced that he will pay me for my services in preparing the.
feasibility study if he obtains the loan he was secking for from a bank obviously,
even though he was going to use the study for the loan application, and granted
that my work mect ali the standards a bank requires so many other faclors that

could make him fail to get the loan ¢.g. his collateral’s may not be acceptable, he
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(2)

h)

may not have a good reputation all those have nothing do with my feasibility

study.

Ibrahim Yusuf & Co does not use this technique as it is too ambiguous to handle-

so cxplained the partner,

BRACKET FEE

The bracket fee is usually designed to protect the client. 1t is a combination of the
fixcd [ce and the time charge, that is to say, hourly or per dicm rates. Under this
arrangement, the client agrees with the consultant over per diem rates for an
assignment. A provision is made in the agreement, which places an upper limit
over the total cost of the assignment. Clients may insist on this as a protection

against budget over-runs.

PERCENTAGE FEES

Though not very common in lbrahim Yusufl and Co and also against ICAN
regulation on fees charging, it is never the less used by some. The system.
volves charging a specific percentage of the total value of the project. 1 a chient
requests for a [easibility study for a project worth N20,00,000.00, the consultant
may decide to charge 1% or 2% as his fees. The percentage method is very
common among engineering and architectural consultants. Debt collection firms

and consultants involved in negotiating loans also charge percentage fees.

VALUE OF ASSIGNMENT FEES

A consultant may bc required to perform an assignment that has a value far
beyond the time he may be required to spend on the project. Payment is usually
made to the consultant over and above the per diem rates agreed for such a
service. Take Kelly's example of a consultant that tumed around a bankrupt
business. The consultant in this cxample has saved jobs and given valuable
service to creditors, customners and the community. Sometimes, fees arc fixed with

this idea at the back of the mind of the partics concerned.
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(1)

(k)

BONUS AND PENALTY FEES

Bonus and penalty fee system is based on the performance of consultants during
the conduct of the assignment. Bonus and penalty fees constitute incentive
schemes, which are apphied to motivate consultants to complete assignments on
schedule. The consultant is paid a bonus for each day he saves while at the same
time he is paid the agreed per diem rates. On the other hand, the consultant who
fails to meet the deadline is financially penalized for each day he has over-shot

the target deadline.

RETAINER FEES

The retainer fee system provides for a fixed payment to the consultant for
specified period for specified services. A small businessman for instance may
agree with the consultant to provide services involving installation and
supervision of the operating and accounting records. The scope of such service
will be specified in detail and the period over which the retainership is required
will be specified as well as the fees. Any assignment outside the services covered

by the retainership is usually billed separately.

Retainer fees ensure a stable and steady income for the consultant. Retainer fee
arrangement over a long period is capable of fostering relationships in which the
client relies on and trusts the services of the consultant. For the client, the
relationship assures him the availability of the consultant for the specified periods.
Very often, retainerships are paid but the services of the consultant not used. This
may tend to be disadvantageous. The consultant should be fair to the client when
he discovers that the client does not use the services for which the consultant has
been retamned. 1f such a situation arises, it 1s my view that the consultant should
explore with his client the possibility of per diem rates or some other form of fee
payment which may be fairer to the client. Even though the consultant will suffer
reduced volume of business in the short-run, by this display of integrity and

honesty, he is bound to reap greater long-term advantage by it.
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(m)

EQUITY FEES

The cquity fee system of remunerating consuitants is not very comnion and not
practiced by the firm where 1 carried out my research though it happens. It is
usually practicable where the client is having serious problems and has no money
lo pay the consultant fees. [f the consultant has confidence in the ability of the
client to implement his recommendations and if he accepts shares in the concern
i return for his services. The equity participation may place the consultant in a
position to influence the affairs of the business and consequently tum it around.
Of course, if the business does not turn around, the consultant gets the short end

of the stick.

Sometimes, the consultant may use equity parlicipation as a strategy to maintain
long-term consulting relationship with the client. It certainly does not make sense
hinng another consultant when one of your shareholders is a consultant. 1t 1s more
sensible hiring him. A consultant may therefore, as part of his out growth strategy,
seek to be paid in cquity shares. It may also be his straicgy to diversify. The client
is very likely to fecl more confident taking the advice of the consultant who
agrees to equity sharcs as fees because he considers the consultant as having
vesled interest in the business. The consultant that has more than his fee at stake
would takc his business more scriously. It is also a demonstration that the

consultant has faith in the medicine he is prescribing.

DEFERRED FEES
Deferred fees arc commonly employed by clients who have cash flow problems,
The consultant who entets into such an arrangement agrees to accept his [ces at a

future specificd date or instalmentaly over an agreed period.

Deferred fees should not be confused with contingent fees. As observed by Kelly,
you are cntitled to be paid regardless of the outcome of the engagement. In effect,
you are extending credit to your client when you accept deferred fees.

There are several risks associated with extending credit. The client may never get

the money 1o pay or may default and pay at a time when the money is no longer
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meaning(ul because of the effects of inflation, Some of the stratcgies that may be

employed to lessen the impact of the risks associated with deferred payments

include the following.

(1)

(i1)

(1i1)

(iv}

v)

You may decide to charge interest on the amount. If this is done, you have
to include it in the agreement and the interest rate should be comparable.
You may decide (o charge fees higher than your usual rate. What you have
taken in excess of your usual rate should make up for the loss of value of
the money accassioned by the delay in payment and inflation.

You may request a rctainer lee in addition to the fixed deferred fee. Such a
retainer fee should be high enough to cover the losses associated with
deferred fees.

You request for a collateral if your fees are quite substantial. The client is
likely to accept this since he himself realise that you are taking a risk by
extending credit.

You may require his banker’s guarantee. His bank would give this
guarantee if they arc convinced about management’s ability to turn the

business around.

When you are extending credit, you are lending and so you should assess
your client o establish his credit worthiness before you extend credit to
him. It must bc emphasised that this type of fee arrangement is quite
unusual. It normally operates as part of a comprehensive turn-around

package.

FEE PAYMENT IN KIND.

Though not in use at Ibrahim Yusuf Associates but under this arrangement, the

consultant agrees to be paid in a currcncy other than the recognised trading

currency, this is a form of trade by barter. The consultant provides his services

and the client pays with, maybe, goods or some other property previously agreed.

This mcthod may be used where the client has cash {low problems while at the

same time he possesses property or goods thal are acceptable to the consultant.
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For example advertising agencies who work for hotel clients often barter their

services for room charges.

PROMOTIONAL STRATEGIES.

The term promeotion refers to all activities designed and carried out to get ideas, products
or services accepted by the target group. In the conlext of management consulting,
promotion can be rcgarded as any activity that helps to sell the services offered by the

consulting firm.

There are {ive basic methods by which a marketer goes about the process of creating
awarencss of his product and or services, these in combination constitute elements of the
promotional mix®, These elements are:

(1) Advertising

(i) Publicity

(i1}  Personal sclling

(iv}  Public relation

(v) Sales promotions

ADVERTISING: Any non-personal sales message which is paid for by a consultant or
his firm is advertising. ln consultancy, advcrtising promotes the consultants services or
images. Its focus is the mass audience. It is no longer the question for whether or not to
advertise, It is more a question of how to advertisc in such a manner as to maintain the
dignity of the profession in the eyes of the public, clients and fellow professional
collcagucs. Mcasuring advertising effectiveness 1s a critical issue in any advertising

campaign. Setting objectives facilitates this measurement.

Advertising messages effectivencss is a critical issue in any advertising campaign, setting

objectives facilitics this measurement.
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(a)

(h)

(c)

(d)

Advertising messages should comply with the AIDA and PAPA formular, where AIDA
IS

A - Attention

I - Interest

D - Desire

A - Action

and PAPA:

P - Promise

A - Amplification

P - Proof

A - Action

Advertising objectives could cover the following criteria among others that may be
specific to your needs.

AWARENESS: y o, may set to create awareness among existing clients or target market
about your firm or services. A survey before and after your advertising campaign can
help to establish how far you have achieved this objective.

SALE INCREASE: vy, may have. as your major objective, the achievement of an
merease of 30% or so over the previous vear. Or you may set the objective of capturing
30% of the market share within the next six months.

DIRECT RESPONSE: |3 some cases, the advertisement may be for a specific service.
For example, if you are promoting a manpower development programme and you take a
full page in a national daily to canvass for participation among business exccutives, the
enrollment on the programme will be your measure of success. If yvou had intended
enlisting 40 participants and you have enrolled 60, you can describe your performance as
4 run-away success.

PENETRATION: y oy may set the objective of penetrating 50% of the market within
the next six months.

The issue of advertising budget and the choice of media is also very critical in
promotional strategy. The budget addresses the issue of objectives and task, which helps

the firm in setting the advertising budget.



{ii)

Media audience is concerned with deciding which are the appropriate media to achieve
advertising objectives. It is normally based on the most cost-effective communication to
reach pre-determined target audiences. A study of media characleristics and ficld of
concern can be of immeasurable valuc in your media selection decision.

PUBLICITY

Although publicity may be regarded as a separate element of the promotion mix, it is
more like a tool of public relation and in line with this reasoning I shall combine publicity

with public relattons in my treatment.

The public relations process starts with identification of the target audience. Such
audiences arc the publics who may be clients, feliow consultants, the press, government,

educational institutions, the community etc.

After identifying the target publics, you then set your PR objectives. Once again, it helps
if the objectives are measurablc.

There are many techniques employed in putting public relations into practice  namely:

NEWS RELEASES: practice how to write good press releases. Know the editors and

rcporters in each media that write on topics in your field. Cultivate their {riendship.

YOUR OFFICES: They should be well located and should be furnished and decorated

to create a befitting image of your busingss.

THE VEHICLE: [f the firm uses branded vehicles, ensurc the vehicle livery is well

maintained.

YOUR RECEPTION: Thoge who handle callers at your office, whether in person or on

the phone should give a good impression of your firm.

THE STATIONERY: your headed paper or letter heading as well as your invoices,
receipts brochurcs, business cards and the packaging ol proposals should convey the

imagc of a high standard professional firm.
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PERSONAL APPEARANCE: gince you cannot separate your practice from your
personal self, it is desirable that you should dress and appear smart, neat and sufficiently
dignified to suit the image of a serious expert and professional person. If you involve

part-time associales to do any work for your client, they must dress to vour dress code.

K I' ol v " 'l & hd L al n ‘. 0 . ' =

AUTHORING BOOKS AND ARTICLES: Consultancy is a knowledge business. You
wain considerable mileage when you are seen as an expert that is quoted and talked about.
Writing books and articles in professional journals and in respectable press gives you

instant recognition.

SPEECHES AND MEDIA PROGRAMMES: Geek afier opportunities to give speeches
to professional groups, community groups and other associations. Also seek to participate

in television and radio discussions. These practices gives instant exposure and that rubs

on the accounting firm.

SUBMIT MEMORANDA: Governments always setting up pancls and commissions 1o
study certain problems, Many of such panels are concerned with management issues.
Seize the opportunity and make a contribution to the public cause. Legislative hearings in

states and National Assemblies can similarly be exploited.

PERSONAL SELLING

This differs from advertising in the sense that the latter emphasises non-personal
presentation, where as selling, as we have seen, deals with face-to-face presentation to
clients. It is the direct efforts of sales persons, who may be consultants. to convince
clients to purchase the firms services. The firm under study employs this strategy to

market 1ts services most of the time.

Being a face-to-face communication, personal selling has considerable persuasive impact
in that both verbal and non-verbal communication can be employed in marketing the sale.
The possibility of instant feedback affords the sales person the opportunity to adjust his
message and presentation in time to improve on the effectiveness of his overall

communication.
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The face-to-face contact affords the sales representative many other opportunities. He can

for instant determine and respond to clients information needs. The manner of touching

handshake, smile, facial countenance and warmth in reception can have meaning in terms

of acceptance or rejection.

The selling process can be understood in terms of the stages which the consultant has to

follow in order to make a sale. These stages are as follows:

()

(h)

(c)

PROSPECTING: This is the process of locating sales prospects, i.c. those who
are likely purchasers of the sales person’s consultancy services. All those
potential customers who could benefit from the services of the firm are prospects.
Prospecting is therefore the process of finding such potential customers. There are
many methods of prospecting for clients, examples include requesting information
about possible other users of your services from existing clients, cold canvassing,
goimg through appropriate directories (telephone, trade, professional), the press,
friends trade association meetings etc.

THE PRE_APPROACH: when you have discovered a potential customer — a
prospect — you begin to gather information about the prospect. The information is
required for you to build a good sales presentation. The pre-approach is the

necessary preparation and planning of the sales call that will be made.

What kind of information will the sales person need? He needs to know
everything relevant to the assessment of the potentialities of the prospect. Who 1s
the client executive? What products or services does the company offer? What 1s
the decision making unit i.e. who decides? Is it the client executive alone who
decide? How many employees do they have? Who are the directors? What
consultancy services do they buy now? Who are their consultants?.

THE APPROACH: The manner in which the sales person enlists the willingness
of the prospect to hear more about the services which the firm is offering 1s what
1s known as the approach. The main goal of the approach is to gain entry and
obtain the opportunity to be received and be interviewed by the appropriate

executive so that you can make a sales presentation,

50



(1v)

()

It 1s a very important stage of the selling process. The sales person literally puts in
almost everything to be able to get the opportunity to make the presentation. As
WILSON' point, the manner he does his introduction, greetings, the manner of
his appearance, altitude, poise, and mood will very much count in his favour or
against him. Equally important is his display of enthusiasm and business manner.
He must device away of winning, secretaries, security men and personal assistants

1o his side.

THE PRESENTATION: (e you have got the opportunity to sece the client
executive, you present vour case. Unhike in the case of physical products where
vou have a tangible product to present or refer to, you will restrict yourself to
exploring the kind of service which your prospect needs. It is not often that his
first meeting of vours will lead to a sale. Sometimes you might be just lucky that

it may indeed lead to a sale.

More usually the first interview, if it proves positive, may lead to several other
visits possibly culminating into a proposal. This may take months to conclude. No
matter how long it takes, it is a seclling stage which has its distinct process.
Normally the process follows the sales formula which 1s Attention, Interest.
Desire and Action (AIDA).

Personal selling is a very important promotional tool. The success of a consulting
firm depends a lot on the skills and the aggressive selling attitude of the firm. To
succeed, every consultant in the firm has to realise that nothing happens until a

sale 15 made.

SALES PROMOTION: Agreed that the scope for sales promotion may not be as wide

in management consultancy as in, say, the marketing of soaps and detergents; but creative

adaptations of some of the techniques used in mass consumer goods may mean the

difference between success and failure. The methods don’t have to openly canvass instant

stimulation of sales. Indirect as they may be, their power cannot be underrated. The
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moment the methods adopted become open and brazen, they lose the dignified approach

required by professional ethics.

Sales promotion being a non-recurrent short-term activity designed to stimulate sales of

services within a specified period can achieve success if some of the under-mentioned

techniques are used in the marketing of consultancy services.

(1)
(11)

(iii)

(1v)

(v)

(vi)

(vi1)

(viin)

(1x)

GIFT ITEMS: Cylendars, calculators, diaries, pens, ete are good motivators
TRAINING OF CLIENT STAFF: jig has a good potential to encourage more
use of the consultant’s services.

SPECIAL EVENTS: Opening of new offices, birthdays of client executives, ete
can be turned 1o good promotional opportunities.

SPONSORSHIPS: A firm may sponsor an cvent related or not to its activities.
Where the objectives are adequately articulated, the benefits may not be in doubt.
PACKAGING: presentation of reports in attractive bindings, glossy brochures,
cte may just be what may clinch an assignment.

SPONSORED CONFERENCE: A copsulting firm may sponsor a conference or
a seminar on an issue of public interest. The spin-offs could be more business for
the firm.

ACADEMIC  SPONSORSHIP: A consultant or a firm may sponsor
academic prizes in educational institutions. Where resources permit, it may be the
sponsorship of a chair or a research project.

CASH BONANZAS: A firm may design a sales promotion program to motivate
its executives to get new clients. A cash bonanza equivalent to a set percentage of
the value of all new accounts may be paid instantly to consultants who bring in
such jobs.

QUANTITY DISCOUNTS: gervices which have a fixed fee may be offered 1o
chients at deferent fee levels to encourage greater patronage. Take the case of
exccutive development program  for instance. A firm may be changing
N60,000,00 per participant for a training program but may offer the same program

for N50,000.00 if a company 1s sponsoring two participant. The same program



(x)

(x1)

2
et
b

may be going for only N45,000.00 per participant to companies sponsoring five or
more participant.

NETWORKING: The “OLD SCHOOL TIE™ plays a role here. People you have
known in the past can be a good source of business. Even if they cannot be of a
help directly, they can hink you with good contacts. The clients you are handling
and the people vou meet during formal and informal occasions can serve as a
good network of business contact.

EXHIBITIONS: The consultants can gain a lot of milage in visibility for his

services. [ he selects and participates in relevant exhibitions.

The choices in promotional techniques open to the marketer of management

consultancy services are only lmited by his imagmation.

FACTORS AFFECTING THE FEE

Whatever methods it is decided to adopt must take account of the personal worth of the

consultant. The factor generally considered in fee setting would include:

()

(b)

CONSULTANT?TS PERSONAL WORTH: 4 you ought to get as a salary if
vou were working for someone else i.e. your personal worth. Suppose you arrive
at N240.000.00 as your worth per annum in terms of salaried employment, you
can divide this by 200 working days i a year and this would be N1200.00 per

day.

Alternatively searching questions as to how much people of your calibre are being
paid by the best employers i the labour market could be asked. What will chents
stand to loose 1f they fail 1o utilise your expertise?, or how much do they stand to
again by utilising your services. How many people of your type are available to
the client? What is the cost of training someone to acquire the expertise you have?
These questions may guide you in determining your worth.

EMPLOYEE BENEFITS: Afier determining the worth of the consultant in
terms ol a salaried person, the next thing to consider is the extras which salaried
employees get as part of their emplovment benefits. These may include things like

pension. employment insurance, leave allowances, free medical care, ctc.
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(c)

()

(c)

(N

(h)

(1)

Employers of labour usually regard these benefits as constituting between 25 and
50% additional cost to the salaries. A percentage within this range could be added
to what has been arrived n a.

OVERHEAD: yerheads are the fixed costs which the consultants must meet (o
remain in business and cannot be linked directly to any particular engagement,
These costs include typing, printing of brochures, telephone, rent, travel car
expenscs, utilities, secretary’s salary ete. It is ideal to estimate an amount of these
overheads and add to the cost of performing the clients business and reflect same
in the final fee.

PROFIT: This is what is left for the business after deducting all fixed and
variable costs as a reward for vour ability to take risks.

COOMPETITION: Tqo high a fee will drive vour clients to your competitors
while too low a fee will subject your services to a doubt especially by new clients.
The right fee depends on the market situation which require intelligent analysis of
iformation operating i the market. Billing rates and practices ol competitors
will help in this matter.

ECONOMIC CONDITIONS: prices are influenced upwards or downwards by
economic conditions as prices charged during the oil boom are not acceptable
now. Fees cannot be charged in a vacuum as the impact of inflation and recession
has to be evaluated. The consultant should consider the financial position of his
firm, and this would naturally include his solvency philosophy, growth
philosophy and his profit philosophy.

BAD DEBTS: There is the element of bad debts in every business and the
practice of spreading bad debts over good clients is not sound enough, proper
credit rating of cach client and turning down jobs from chents that have high
potential to default is ideal.

DELAYED PAYMENTS: Many clients fail to pay fees months afier the job has
been completed particularly in government jobs, and in this respect the consultant
is advised to raise their billings to cater for delayed payment.

FAIRNESS: 1y seiting fees, you must be fair to both your client and your own
firm. This question of fairness has some cthical implications, as one cannot avoid

it. Thus, after considering all the factors, that 1s to say salary, benefits,
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competition, economic climate, bad debts, delayed payments and others, one still
have to answer the question, what is the fair fee 1o my client and myself? Do you
lind out what your competitors are proposing and then slash vour fee? These are

the ethical 1ssues.

GETTING PAID FOR YOUR WORK

Many at times consultants experience problems with getting paid for their services. The

firm under study 1s no exception. Very ofien, the consultant wonder what has gone

wrong. The client representatives they are dealing with are quite understanding and very

warm and enthusiastic on the engagement. At the same time, the accounts department

responsible for setting the bills are proving difficult. What has gone wrong? My personal

mvestigation reveals that communication gap may be responsible for this.

The following guidelines could help to collect fees promptly.

(a)

(b)

(c)

()

(¢)

(N

Discuss the question of fees and the method of payment at the early stage of
negotiations. Entrench all the points of agreement m ¢lear terms in the final
agreement,

Establish that the manager vou are dealing with has the authority to hire a
consultant for the service you are bidding for. Where there is no budget for a job,
there will be problems of payment. Issues as to the avarlability of funds should be
openly and frankly discussed during negotiations. Establish that there is a budget
provision for the work you are being assigned.

Send your bills carly. As soon as vour commence work, do not delay. Send in the
bill. The chances of your getting paid early are of course higher.

Bills should not be accumulated till the end of the engagement. Bills should be
sent I bits periodically as smaller bills are casier to settle as problems of
authority limits may be avoided.

Know those who approve pavments and the channel of payment processing so
that if vour payment is being delayed, you will know where the action lies.

Fellow up unpaid bills. Do not play shy. Send friendly reminders. 11 you don’t get
results, meet the officers concerned and hold frank discussions while still

mamtaining mendly and warm relationship.,
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(h)

(n

Hold regular progress meetings with management and supplement these meetings
with documents connected with progress of the work such as reports and letters.
Keep the client adequately informed and be seen to be doing something but do not
pretend.

Sometimes it is possible to agree payment pertodically or according to the stages
of the assignment. If this is the term press for payment as it falls due. If the client
fails to pay, you make a decision whether to continue or suspend work depending
on the reputation of the client.

Good human relations with refevant personnel within the client organization can
also facilitate payment. Office assistants, secretaries, gate keepers, security men
have their own value which can be put to good use. Human relations should be
apphied at all levels of the organization and in the course of the engagement as

you can never (ell who will put in the right word for you at the right time.
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FOOTNOTES
See Kotler p and Armstrong G. Principles of Marketing seventh edition Prenticc Hall
1996 page 275.
Kotler P “marketing management, analysis, planning and control” Prentice Hall Inc. 1980
PP 183-196,
See Kotler P and Armstrong G. Principles of Marketing seventh edition Prentice Hall
1996 page 237.
Kotler P. "*Marketling management, analysis, planning and control™ Prentice Hall m 1980,
184 — 198.
Kotler P and Armstrong G. Principles of marketing seventh edition. Prentice Hall 1996
Page 283.
Prof. David Jomem. The marketing of management consultancy services. Page 95 JVC
press 1996,
Samc as 6 page 98
Samc as 2 page 18b - 190
Same as ¢ page 01

Same as 6 page 124.
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CHAPTER THREE

I'his Chapter covers the detailed Methodology used in conducting this research. It
also highlhight the source of data used, and historical background of the
development of consultancy services. it is ended with the location of the firm

under study.

RESEARCH METHODOLOGY

The methodology adopted in the course of conducting this research work takes a descriptive
approach in the presentation of material and were necessary statistical data, analysis and
interpretation shall be used for purposes of illustration.

In the process of undertaking the data collection of required material for this project, the
rescarcher emploved the use of questionnaire method. in addition the interview method was
used. The mterview method took the formed of structured and unstructured interviews
where specific question were asked in a formal and informal manner. These were directed

towards acquiring information from the principal partner and manager of the firm.

Relerence was also made to a good number of books. Journal, Articles, Newspapers, Write
up, Company records, memorandums, accounts and financial records provided by the
company. Personal effort was made by the researcher to visit a number of consultancy
outfits in Kaduna and Abuja for the purpose of obtaining relevant materials. Numerous
visits was also made to various libraries, ficlds works and vanious discussions with relevant
officers of the firm. The relationship of the researcher with reputable consulting firms in
Kaduna like KPMG and Akintola Williams consulting helped a great deal in conducting this
rescarch.

Finally the friendly supervision of my Lecturer Mr. A.B. Akpan and his wealth of

experience helped a great deal in structuring the work properly.

SOURCES OF DATA
In conducting the research, three main sources and types of data were delved into as follows:

(1) Primary Data



(i) Secondary Data
(1i1)  Tertiary

PRIMARY DATA

These data consist of matenal oblained from the ornginal source of information concerning
the issuc at hand. and in this connection, this primary source of data was obtained from the
company lbrahim Yusul & Associates on the spot work study records, filcs, ledgers,
memorandum from the partner to the managers, management mcctings and company’s

monthly letters.

SECONDARY DATA

Sccondary data is material obtained from related sources close to the original base of
information. in this respect, this is an information supplicd by varicus members of
management, managers, members of staff, the work force and mterviews with management

and selected personnel.

TERTIARY DATA

This is on the whole a combination of both sources of primary and secondary data, which
was supplied by the management of the company, in the form ol company memos and
sclected files and records.

Moreover, from the data collected, collated, analysed and interpreted, reference is made in
the course of this work to a combination of all three types of sources of data. This is all the
more significant taking into consideration the fact that for a study of such, due reference
nceds 10 be made in that these source arc not only rclevant, add authenticity to the
phenotmenon under study and arc complimentary to one another and further aid in the

understanding of the issue at hand.

[MISTORICAL DEVELOPEMENT OF CONSULTANCY SERVICES

A historical perspective will help us to understand the present scope, strength and limitations
ol management consulting. Wherc does management consulling have its historical roots?
how far back can they be trace? what principal events and personalities have given the

- . . I
consulting business its current shape.



Management consulting has its origins in the industrial revolution, the advent of the modern
factory, and the related institutional and social transformations. its root are identical with
those of management as a distinet area of human activity and a ficld of fearning. Consulting
in or for management becomes possible when the process of generalizing and structuring
management  experience attains a relatively advanced stage. Method and  principles
apphcable to various organizations and situations has to be wdentified and described, and the
entreprencur must be pressed and motivated to seek a better way of running and controlling
the business. These conditions were not fullilled until the latter part of the mneteenth

century, a period which saw the birth of the scientific management movement.

THE PIONEERS OF CONSULTANCY MOVEMENT

There were a number of predecessors of scientific and consultancy management. One of
them was the Amertcan Mamufacturer Chales T, Sampson, who i 1870 reorganised the
whole production process in his shoe making factory in order 1o be able to staff it by
unskilled Chinese labour, one year later acting in a consulting capacity, Sampson passed on
his experience to an owner of a laundry, who accepted the device and applied the approach

previously used by Sampson.,

[he pioneers of scientific management. including Frederick W. Taylor, Frank and Lillian
Gitbreth, Henry 1. Ganth and Harrington Emerson, gave a major impetus to the
development of consulting. Their techmical and methodological approaches 1o simplifving
work processes and rasing workers and plant productivity were not the same and in certam
cases even confhicted with cach other. However, they all believed in the appheation of the
scientilic method of solving production problems. They believed too, n the benefit of
combining several methods for disseminating their scientific approach and making sure that
it will be used by the business cooperation’s. They were tireless in lecturing, making studies
writing books and articles, organizing practical demonstration, and providing advice in
every possible way. Later in hife, Taylor Chose to become a full ime Management and

productivity consultant. -
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These pioncering efforts gave rise to a very important strain in management consulting, one
which has strongly marked the profession and its image. Consulting that emerged from the
scientific management movement focused mainly on factory and shop floor productivity and
efficiency, rational work organisation, time and motion study, climinating waste and
reducing production costs. This whole area was given the name of "Industrial Engineering
"The practitioners, often called "Efficiency Experts” were admired for the drive, Methodical
approach and improvement achicved (which were often spectacular). But their interventions
were also feared and detested by warkers and trade unions because of their often ruthless

approach.

The negative carly image of some management consultants has changed considerably over
the years. New arca of management and new types of problem were tackled and became a
normal part of the consulting business, thus reducimg the sharc of work 1n production and
work organisation. Important changes in the social and labour relation fields tended to limit
the use of techniques unacceptable o the workers , negotiation and cotlaboration became
indispensable mcthods of handling many assignments alfecting workers and other
employces interest. The positive side of the efficicncy experts image has been very much
prescrved. Consultants continue to be regarded as persons able to find new opportunities for

saving resources and raising productivity even where others see none.

TOWARDS A GENERAL MANAGEMENT APPROACH

The limitations of the industrial-engineering and efficiency expert approaches have led to a
hroadencd inierest in other aspect and dimensions of business organisations and to the birth
of new arcas of consulting. One of the first, perhaps the first, consulting fimm of the kind
known today was established in Chicago in 1914 by Edwin Booz under the name "Business

Research Scrvice”.

In the 1920, Elton Mayo, with his Hawthome experiment, gave impctus {o research and
consulting in human relations. Important consulting work in buman resource management
and motivation was started by Mary Parker Follet. Interest in more cffective scthing and
marketing was fastencd by people such as the Englishman Hanold Whitchead, the author of

principles of saicsmanship writing in 1917
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A number of consulting firms were established during the 1920's. These were increasingly
able to diagnose business organisation in their totality, treatng manulacturing  and

productivity problems in a wider perspective of safes and business expansion opportunitics.

Consulting in finance, meloding financing the enterpnse and financial control of operations
also started developing rapidly. A number of the new management consultants had a
background m accountancy and expenence drawn from working with firms of public
accountants. One such was James O. Mckinsey, a protagonist of the general management
and comprehensive diagnostic approach to a business enterpnise, who established his own
consulting firm in 1925, and today 1s regarded as one of the founders of the consulting
profession. In the 19205 and 1930's management consulting was gaining ground, not only in
the untted states and in Great Britain, but also in France, Germany, Czechoslovakia and
other industrialised countries . Yet its volume and scope remain limited. There were only a
few firms, prestigious but rather small, and their service were used mamly by the larger
business corporation, the consultant remain unknown to the overwhelming majonity of small
and medium sized firms. On the other hand, assignment requests began coming from
Government. this was the start of consulting for the public sector. Consulting for
Government and for the army played an important role during the second world war. The
united states in particular understood that the war was a major management challenge and
that mustering the countries best management expertise was essential to winning on the
battle field. In addition, operations rescarch and other new techniques applied first for
military purpose, rapidly found their way into business and public management, adding a

new dimension to the services. offered by consultants.

THE GOLDEN YEARS OF CONSULTING

Post - war reconstruction, the rapid expansion of business coupled with the acceleration of
technological change, the emergence of new developing economies and the growing
internalization of the worlds industry, commerce and finance, created particularly favourable
opportunities and demands for management consulting, this 1s the pertod in which most
consulting oreamsation that existed today were established and in which the consulting
business has attamed the power and the techmcal reputation, 1t enjoys at the present time. for

example. PA. the largest consulting firm based in the umted Kingdom, had only six

03



consultants in 1943, but 370 in 1963, 1300 based in 22 countrics in 1984 and 1700 in 1993.
The total numbcr of full time management consulting wus asscssed at 100,000 in the United

States by the end ol the 1980, six times the number that ¢xisted in the Mid-1960's,

In this period, the expansion of management consulting has been mmpressive by any

standard. However, significant qualitative changes have also occurred.

BACKGROUND AND LOCATION OF THE COMPANY

The firm lbrahim Yusuf and Co. was formed in the year 1989, and was incorporated in that
year as a firm of Chartered  Accountants with two partners Ibrahim Yusuf and a Ghananian
Mr. K. E. Donkoh.

The company was created to perform the following objectives: Auditing, Investigation, Tax
consultancy, Insolvency, Receivership, Secrctarial and Nominee Services and Executorship,
Investment Services, Accounting System and Accounting work, Merger and Acquisition
and  Takeovers, Capital Restructuring  Services, Management Consulling  Proposal,
Liquidation, Reporiing Accounting Scrvices, Privatisation and Commercialisalion Services

ele.

Furthermore Ibrahim Yusuf group has other two subsidiaries namely Ibrahim Yusof and

Associales and Beta Consulling Services Limited

IBRAHIM YUSUF AND ASSOCIATES has responsibility for lluman Resources
Development:

Computer scrvices

Corporate management and restructure services

Insurance brokerage services

Investment consultancy

Norminge scerclaries

Feusibility study services

Debt reduction and recovery

Project management

oA



- Marketing, public relation and advort
- Property valuation

- Asset management services etc.

BETA CONSULTING SERVICES LIMITED which came into existence in 1990 has the following
as its objectives:

- Engincering services

- Estale management

- Property valuation

- Agricultural services

- Management Consultancy

- General merchandising

- Printing scrvices

- Furnishing and intenor decoration
- Property development

- Property valuation cte,

The firm is focated behind Standard Trust Bank along Ahmadu Bello Way Kaduna. [t has branch
offices in Kano, Katsina and Bomo State carring out the above mentioned functions. Each of the

state offices is headed by a manager who are well trained in accounting and consultancy,



FOOT NOTES

For a finc account of the history ol Management Consulting see H.J.Klen. other peoples
business: A primer on management consultants (Newyerk, Manson Charter, 1977) and
P.Tisdall: Agents of change: The development and practice of management consultancy

(London, Hecinemann,1982).

Page 28 Management Consulting. A guide to the profession edited by the Milan Kubr.

Page 29 Management Consuliing. A guide to the profession cdiled by Milan Kubr.
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CHAPTER FOUR

DATA PRESENTATION AND ANALYSIS

Chapter four covers the arca on the analysis of data and its interpretation thercof, An
appraisal of how the company goes aboul the management of its marketing strategics is
given and related shortcomings and problems are highlighted. Further an appraisal of the
causes of conilict in the client ~ consultant relationship, cash management, account

recctvable and working capital management are analysed in dotatl,

in appraising the markcting strategies, reference is made to the clements of the marketing
mix i.e. Product, price, promotion and publicity/packaging to show the effectiveness of
the company in its marketing efforts, problems arising and how management attempts to

solve these problems.

The firm lbrahim Yusuf and Co. is one of the leaders in the provision of Accounting and
ils allied services particularly in the North Eastern and  North Western region ol the
Country. This is where it competes very well and in fact a market leader in thesc arcas

due probably to its early penetration into these market al the right time.

THE PRODUCT:

The products arc the services rendered by the companies 1Y consuiting group. The group
has three different companies rendering diffcrent types of services. These companics are:
1. thrahim Yusuf & Co

2 Ibrahim Yusul & Associates

3. Beta Cons.Services Ltd.

IBRAHIM YUSUF & CO

This Company renders the following services o its clients.
- Auditing

- Investigation

- Tax Consultancy

- Insolvency

- Receivership
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Secretarial & Nominee services
Trusteeship & Executorship

Investment services

Accounting system & Accounting work
Merger, Acquisition and take over
Capital Restructuring services
Management Consulting Proposal
Liquidation

Reporting accounting scrvices

Privatisation and commercialisation services

IBRAHIM YUSUF & ASSOCIATION

This firm is in charge of the following SErvices

tHuman resources development

Computer Services

Corporatc Management & Restructural Services
[nsurance Brokerage services

Investment consultancy

Nominee/secretarial services

Feasibility study services

Debt reduction & Recovery

Management Consulting proposal

Project Management

Marketing, public relation and Advert
Engineering services consultancy

Property valuation

Personnel management

Asscls Management Services

Economic planning and Development services
Water supply sector & Reform SCrvices

Privitisation and commercialization services
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BETA CONS. SERVICESLTD

- Engineering services

- Estate management

- Property valuation
- Management Consultancy
- General Merchandising

- Printing Services

- Sales and services of computer Hardware

- Sales, Development and installation of computer Hardware
- Furniture and interior decoration

- Financial and accounting services

- Training and manpower development

- Production scrvices

- Cottage industries

- Assct management

- Economic planning and development services
- Watcr supply sector performs scrvices

- Management information systems scrvices

It is important to note that some of these services are conducted by each firm separately
and others are conducted jointly by all the outfits 1n the group. With cost rising rapidly,
service {irms are under greal pressure (o increase service productivity. They can do so in
several ways. The service providers can train current employees better, or they can hirc
new oncs who will work harder or more skill full for the same pay, or the scrvice
providers can increase the quantity of their service by giving up some quality, e.g Doctors
who work for hecalth maintenance organizations (HMOS) have moved toward handing
more patients and giving less time to cach. The provider can industrialise the service by
adding cguipment and standardizing production, e.g commercial dishwashing, online
computer hnkage with your client, jumbojets and multipic ~ unit movie theolers all

represent tcchnological expansion of services.
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The firm can increase productivity by designing more cffective services. Hiring para

legal workers reduces the need for expensive legal professionals in the case of fitigation,

[However, the firm must avoid pushing productivity so hard that doing so reduces
percetved quality, some productivity steps help standardize quality, imercasing customers
satisfaction. But other productivity steps lead to too much standardization and can rob
consumers of cusiomized service. Attempts to industrnalized a service or to cut cost can
make a service company more efficient in the short run but reduce its longer- run ability
to mnovate, maintain service gquality, or respond to consumer needs and desire. Service

provider could accept reduced productivity in order to ereate more service differentiation.

The firm should think of globahization in response to the growth and globalization of the
manutacturing companies they serve. For example, mereasingly globalize manufacturing
firms have found 1t much casier to have .their accounts prepared by a single accounting
firm, cven when they operate in two dozen countries, This set the stage for rapid

mternational consohdation in the accounting industry.

PRICING

On most oceasion. prices are normally arrived at in an arbitrary manner with no
conerele costing  analysis done and without reference to specified laid down regulation
by ICAN and IMC regarding fees. Fees continue to fluctuate and more not in trend with
the force of supply and demand. Some times prices are fixed just to meet competition,

client public relation interest and consequently lost profit margin are incurred.

Duc to the nature of the Nigeria consumers market with its attendant Nigenan factor
where the average consumer want the services at the least possible cost and coupled with
nsing salaries and wages, there exist avenues available to the firm by way of market
demand analysis, market measurement and fore casting techmques which 1t could employ
to monitor the market, plan and develop approprate pricing strategies al increasing ils

share of the market.



Furthermore, due to the low level of activities in the arca of market research and
intelligence and couple with the high level of uncertainty and in perfect information on
the prevailing market trends, there exist little room for comprehensive pricing schedule to
enable Tong term planming. Therefore, efforts should be intensified in the field of market

rescarch and development to know the needs of clients.

Another wentihied fundamental problem confronting management in the formulation and
administration of pricing strategies 15 the problem of inflation of quacks that parade
themselves as consultants and related overheads, the final price of the scrvice changes at
a fast rate indeed. The quacks are ready to accept any job at a radiculous fce because of
their meompetence and law quality of job, this of course will affect fees charged by
gunuine consultants particularly where the chient is ignorant of happenings in the market.
E.g ICAN and ANAN, where the former is internationally recognized body the later is

the quack in the market and so can accept any job at any fee it can get one at all.

PROMOTION

In these days of intense price competition, service marketers often complain about the
ditficulty ol differennating their services, this problem can be solved by dehvery
consistently higher quality than competitors do. Like manufacturers before them, many
services industries have now joined the total guality movement. Many companies are
finding that outstanding service quality can give them a potent competitive advantage that
lead to superior sales and profit performance. Let the firm became legendary for high

quality services as a way of promotion.

As a way of promoting the firm services, it can develop a differentiated offer, dehivery
and mmage. . The offer can mnclude innovative feature that set one company’s offer apart
from competitors offers. The service company that imnovate regularly usually will gain a
succession of temporary advantages and as innovative reputation that may heip 1t keep

customers who want 1o go with the best.



4.4

The company can diflerentiate their service delivery in three ways — through people,
physical environment and the process. The company can distinguish itsell by having
more able and reliable customers - contact people than its competitors have. Or it can
develop a supcrior dclivery process. For example, a Bank might offer its customers
electronic home banking as a better way to deliver banking services than having to drive,

park and wait inline.

The firm can work on its promotion through differentiation on its image through symbols
and branding. A well-known symbol hike the lion which confers an image of strength can

be used.

CAUSES OF CONFLICT IN THE CLIENT - CONSULTANT RELATIONSHIP

t the cause of this study, I camc across factors that can cause conflicts between the client

organization and the consultant. Some of these factors are discussed briefly below:

(i) IN ADEQUATE INVOLYVEMENT OF MANAGERS
Very oflen, the decision to involve consuliants in assignment is taken at the top
management level. After that, managers at the lower ievels arc informed. Because
they were not involved in the decision to call in consullants they naturally

cnterlain lears.

From the staff’s viewpoint, consultants are like bacteria entering the body. The
stafl must block the potential dangerous invaders before they harm the system 4
proj.164

{ii) NON — COMMITMENT OF MANAGEMENT

Consuliants arc, to a large extent, only as good as the client makes them. A good
client can make a good consultant. In every engagement, the consultant and the
client must both establish a consultation process, which requires regualar
intercourse and fecd back. To get the commitment of management, a clause in the
consulling contract specifying that progress report would be submitted at
specified stages of the engagement, and the client will make written comments on

the report and such comments will be discussed 1s highly recommended.
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(111)

(iv)

(v)

(vi)

THE FEE

Money is another area that can cause bad blood between the client and the
consultant. Both parties should be fairly certain how much the fee will be and
when it is payable. E.g 50% down payment, 25% on submission of interim report
and 25% on submission of the final report.

Contingency fee based on the success ol a project should be avoided like a

plague.

INCIDENTAL EXPENSES

A consultant should make it clcar whether his (ce covers every cost and
professional fee. Where it 1s not possible to detcrmine in advance cxactly the level
of expenses when incidental expenses are to be charged, do include a clause in the
contract making it mandatory for the client (o reimburse to avoid any

misunderstanding aboul a very sensitive issue such as money.

ORALLY AWARDED ASSIGNMENTS

There are cases when a client asks a consultant to do a job and there is nothing to
show for it. No letter of commission, no letier of intent, no agrecment. Whether it
is an additional work to the main assignment, it is the duty of the consuitant to
assist clients to cultivate the good habit of formalizing important transactions

regarding consultancy assignment in writing to avoid disagrecment.

POOR PERFORMANCE

A major source of bad blood between client and consultant 1s the 1n ability to
detiver ¢xpected performance on the part of the consultant. This problem can be

lessencd by carefully selecting resource persons for any particular cngagement.

It is not good to hirc a consultant and sumply leave lim to [loal within the
organization” hit the nail on the head when he said of client ~ consultant interface:
What he consultant must have is total commitment. You and your people must
sincercly desire that the consultant be able to do the besl job. This means full

participation to do what is necessary.
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(viil}

(vii)

POOR CLIENT - CONSULTANT COMMUNICATION

Communication breakdown, ltack of clearly well defined objectives, and ili-
defined scopes of engagement are often cited as causes of sourcd client —
consultant relationships. Clear communication should start at the very beginning

of the relationship up 1o the post - engagement stage °.

Block was emphasizing the importance of communication when he referred to
clarity of objcclives, evaluation of performance, appraisal of attitudes about the
project and consultant’s involvement as some of the key factors in managing an

engagement.

Mathew’ proposed an approach that he feels can improve clienl — consultant

communication. According to him:

What we have 1s essentially a communication problem and its crux is the
ditference in perception between consuliants and the client aboul what constitutes
services. What we have to do is close this gap, obtain a consensus, and identify

improvement opportuniies.

INDIFFERENCE

In dilference on the part of both partics in a consulling relationship can create
problems of misunderstanding and conflict. Indifference can be ercated by both
partics remaining silent and a lot to each other

(13

The consultant can kecp close watch on “ something to celebrale” happening

around his client so that he can take part in the celcbration® .

According to Connor and Davidson the best way 1o remedy a diminishing
relationship 1s to document and asscss the clicnt  consultant relationship, Tt is
suggested that onc should begin by assessing the naturc and quality of existing

relationships and identify any problems to be tackled. After doing this, a plan



(ix)

(x)

(xi)

must be devised to improve the client - consultant relationship. You may decide

to increasc what has bee termed the visibility of your value™.

UNSETTLED RELATIONSIIIP

It is important to recognise that the quality of the relationship between the client
and the consultant is critical 1o the success of engagemcent and it is ene of the most

important preeonditions for repeat business’.

Factors such as complaints, price, breakdown in communication disagreement and

broken promises should be properly investigated and tackled promptly.

CONFLICT OF INTERST

There 1s the necessily for the consultant to treat any information that comes to

them as highly confidential just as he cannot work for two competing clients.

Another area where conflict of interest may feature is where a *holier than thou”
consultant comes to realise, durning his engagement with the client, thai the client
has been breaking the laws of the country or doing things that arc against the

conscience of the consullant,

The consultant should not report this to the authority but should highlight the

dangers of such practices and recommend that they be eliminated.

A consultant is like a Reverend Father who listens to confession [rom his
parishioners. The Reverend Father cannot be a policeman and father confessor at

the same time'®,

AIDS/SEXUAL RELATIONSHIP

You may he wondering what AIDS has to do with consultancy, Yes, it has a lot to

do with it. It is a killer of good client - consultant relationship.
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4.5

MILES OVERHOLT" said that one of the DON'T’S of cansultant is never to

“contract A1DS from a clicnts employces™ The consultant should not make girl

friend from client organization.

CASH MANAGEMENT

Clash management affects the working capital of the firm just as its efficient management
has a direct relation 10 the general liquidity position and level of productivity of the

company as a whole in the short and long run,

The major objective in the efficient management of cash is to maintain sufficient funds at
hand to cnabie uninterrupted production of services. Thus to maintaip balance af bank, so
as not to hold on to idle cash, and in the process of keeping cash at the bank receive
interest on deposit made. This would in the long run have an effect on the gross income
avatlable to the firm and make for 2 means of financial the working capital requirement,

cspecidlly over short period during peak level of productivity.

There are a number of ways through which the firm goes about the management of cash,

however four of them will be briefly discussed in this project: these are

Stretching of accounts payables
- Speedy collection of accounts receivables
~  Contingency approach

~  Cash budgeting.

(i) STRETCHING OF ACCOUNTS PAYABLES

The main items usyally chcompassing the area of accounts payable are payment
for bulk purchases of consumables, and since the firm buys in bulk, and over
frequent periods within one financial year, management negoliates for a series of
discount and payment terms. Actual payment is usually delayed for a period of
about a month, consequently payment for delivery is made over a Ninety day
period. In the same way payment for water supply and elcctricity could be
negotialed on a quarterly basis, 10 avoid the present situation the firm now faces

i.c without telephone service for the past six months.
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4.6

(i)

{111}

(iv)

SPEEDY COLLECTION OF ACCOUNTS RECEIVABLES

In the casc of collection of account receivables, the firm is mainly concem with
getling paid for services rendered to client. The firm offers a lot of incentives ta
encourage clients to pay for services rendered such as spreading payment like
50 mobilization, 25% when interim rcport is submitted and 25% on completion
of the job. Personal contact by the principal partner to client offices to pursuc
wrillen reminders has helped in the collection of debt owned by client like

Gavernment jobs,

THE CONTIGENCY APPROACH

This approach emphasises efficient uses of cash depending on the situation. The
main objective of management is to always have sulficient cash in hand so as
enablie smooth operations and not to hold too much cash to constitute idle cash.
Such idle cash should be properly deposited in a bank to yield interest and help 1o
maintain healthy bank balances which in the long run has a positive effect in
identifying the firm as exhibiting a good banking habit and efficient cash

manager.

CASH BUDGETING

To cnabie the efficient usc of cash over planncd period, the principal pariner
designs a cash budget for a period of six months spelling out planncd receipts and
cxpenditure to scrve as a general guide for management towards the cfficient

allocation of resourccs.

MANAGEMENT OF ACCOUNTS RECEIVABLES

Management in this connection is concerned with the 1ssue of getting payment for sales

made on credit. [t is also concerned with attaining an optimal credit position to be

maintained, at a marginal cost point of credit, so as to achicve a marginal level of profit,

on the increase in the volumic of sales.
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The firm is basically concerned with determining and avoiding the likelihood of bad debt,
defauit, in controlling higher costs of capital ticd down in reccivables and in maintaining
healthy cash balance in hand and at bank, so as to enable continuos level of productivity.

For cxample the firm uses a number of criteria to evaluate and determined the amount of

investment in receivables. See illustration below.

Annual credit sales = NG million
Average collection period = 60 days
Terms (6/10 net 60)

Therefore 360/60 = 6 tithes
Investment in receivables 6.,000.000/6 = 1,000.000.00

On the whole this standard is relatively costly, considering the total level of credit sales, a
number of changes could be made so as to cnhance quick collection of money, and
reduce the cost an tvesiment in receivables, for instance the firm could adopt this policy

below:

Annual credit sales N 6,000,000.00

Reduced average collection period = 30 days (2/10 nct 30)
Therefore 360/30 = 12 times

Investment in receivables 6,000,000.00/12 = N 500,000.00

Thus by changing the ACP standards, the firm stands to gain by reducing investment in
receivables. However due 1o the nature of the business and tight Tiquidity in the country,
the standard could be adjusted to an average collection period of forty five days (45)
days, depending on the circumstances of the case, e.g the type of the customer and level

of services rendered to it.

WORKING CAPITAL MANAGEMENT

This is a mcasure of the degree of liquidity of the firm, hence indicates lcvels of
profitability. 1t illustrates the cxtent to which the total amount available as working

capital to the firm has a direct refation to the total assets (capital). And henee, the ability



(o uiltlise working capital funds without any significant negative effect on the asset. And
consequently the possibility of future assct growth and expansion. A ration above 50%
indicalcs a healthy liquidity position, therefore any percentage less than this portrays a

problem in this respect
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CHAPTER FIVE

RECOMMENDATION

in the light of the preceeding andlysis a number and variety of recommendations arc
made, the practical relevance of which would be reflected in management efficiency and
organizational cffectiveness. This is directed at providing a sound basis for the expansion
it market share, increased sales volume, positive cash flow and profitability, in the short

and long run.

In this connection thercfore, fundamental problems are highlighted, prospects discussed

and a number and varicty of rccommendations given.

PROBILEMS AND PROSPECTS

Management, should as a matter of policy cmbark on marketing opportunity analysis and
market rescarch on an increase level so as to further keep abreast of the prevailing market
conditions, competilive aclions, and cconomic trends. And hence forth plan and
implement appropriate stralegies to take due advantage of the situation and enhance its

competlitive position, in the emerging markets and industry accordingly.

Management should in the process of conducting market research, employ more use of
quantitative tools of analysis, so as to provide for a higher degree of accuracy when
predicting and forecasting sales volume, profits, costs, fecs, and vanable costs rather than
this present system of lack of documentation of the marketing cfforts. Such tools like
corrclation analysis, regression analysis and probabiiistic models should be upplicd as

aids 1n decision making.

One problem facing the company and the tndustry in goneral is the prevalence of quacks
who sce consulting as a means of livelihood rather than as provider of essential services
which improve on the operational cfficicncy and profitability of a company.
Management should therctore distinguish tsclf from these quacks through the provision

of good guality services and an easily identifiable name/logo symbolising quality.
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The increasing ratc of competition both from indigenous and multinational consuliants is
a threat to the survival of the firm. The multinationals have better trained and well
cquipped stafl and wide connection world wide while some of the indigenous consullants
under cut prices so as (o remain afloat, the firm thereforc is in between the devil and the
deep blue sca. To remain in business in this price war, the firm should develop strategies
to control cost of providing services and rclated overhead cxpenses. [t should offer
altractive competitive prices as a hedge in the market, so as to maintain its share in the

market and possibly expand, consequently increasing profilable sales volume.

The phenomenon of the persistent and ever increasing level of inflation. The problem
here 1s not that of too much money chasing few goods for there is abundant supply of
goods both locally and foreigh made rather it is a case of lack of money to purchase these
goods, yel the prices of goods and services are continuously on the increase. Stimply put
Nigeria is a consuming nation with weak productive base. The problem herc is the ever

incrcasing cost of doing business in our cnvironment.

For consumers to afford the services of consultants, management should be w a good
position to produce quality services in economic quantities, offer fees that arc affordable

and in the event provide a means for the provision of essential scrvices.

Onc major problem facing the firm and consultants in general is the literacy level of the
Nigcrian populations. The awarcness on the contribution of consultants to any business is
absent in the business agenda of the Nigerian business man. The feeling is that money
paid for consultancy services is wasted not to talk of embarking upon it. The firm should
devise a means of advertising its services to ils potential consumers highlighting the

benefits to be derived from their use.

In closc relation to the above phenomenon is the issue of information technology. Taking
into account that the world today is a global village, it become very important that
survival depend on how best you can make use ol the technology. The firm at the
momecnt has computers, but the absence of a functioning telephone docs not guarantee

good business connection. Management through continued cffort should acquire £-mail
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facilities and be hooked to the internet to take advantage of world development in

consultancy.

Environmenial pollution, erosion, dessertification and corruption, ar¢ major issucs facing
the country now. The firm is nol involved in any of these, but these are viable areas that
could yield revenue to the firm and also expand its areas of operation. Management
through tts rescarch and development effort should find a way to be involved in this and
tap from the enormous revenue accruable through consulting for the various state
governments, Recession, the level ol recession in a given economy, naturally affects the
quality, supply and prices of goods and services. Nigeria has over the past several years
undergone reccssion, there has been a fall in the level of productivity and the purchasing
power of consumers has fallen drastically. This has affected the firm in many ways, there
has been a fall in demangd for the firms services because the uscrs of the firms services are:
themsclves in fimancial difficulties hence the need to consistently rescarch into ways and

means of improved services at affordable fees.

Constant inleraction with specific clients on an individual basis will cnable the
professional understand the clients perspective, his organization, his method of doing
business, and the probable need for the type of services which the {irm provides. It would
also serve as necessary first step which could fead to the identification and recognition of
specific opportunitics for the services of a professional organization.

The proposals for professional services to polential clients or new jobs with cxisting
clients should be improved on and developed in such a manner as (0 help promote the

services o be rendered and the firm making the proposal.
As the consultancy service field rcaches now slages of maturity, a trend towards the
organiscd marketing of its services would be expected. To date however, no clear trend

had been established.

More over, 101s on record that the company has not participated m any major scminar nor

has it exhibited any ol its services at any ICAN conference/workshop or trade fair.
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Distribution of hand bills at any trade {air or workshop help in advertising the services of
the firm and this is not against the law banning advertisement by professionai firm of

Accountants.

Although the problems facing the company and the industry 15 enormous in the
[ormulation and implementation of marketing sirategies to meet thesc challenges,
howcver, the prospects arc brighi. The solutions Lo such problems are in increased market
research, product planning, innovation and development, as shall be discussed in the

following section . on recommendations.

RECOMMEDATIONS

PRODUCT STRATEGIES

L. {n the field of management consultancy, services are the products. They may
inciude training packages, consultancy on oragnisation development, employee
motivation, job evaluation, market research, a feasibility study, toan syndication,
negoliation strategy, image building, laxation, auditing, accounting services, ctc.
Whatever product it is, the idca is to locate it from the point of view of the
customer or client, We must not think of the services based on our whims and
brane waves, and then begin to push it out to the clients to huy. The product must
be right from the stand point of the client

2. The company should be explicit and precise in describing the services that they
arc able to provide. This will not be restrictive rather it will serve as a basic
building-bock of consulting strategy. 1t determines the firms identity and profile,
tells clienis what they can ask for and cxpert to get, determines the expertise that
the firm must build up and maintain up to date and has considerable impact on
product strategy, consulting style and methodology.

3. In terms of product guality, the product i.c. consultancy scrvices must be
consistently improved through efforts in incrcased preduct planning and
development.

4, The adoption of a multi-product policy 1.c. the production of a varicty of services,
for instance secretarial services, intemct services and cven establishment of a

management school to prepare students for professional exams and successful
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5.2

candidates at such exams will serve the company as employee instead of looking
outward for capable consultants. This is a kind of backward integration for raw
materials in a manufacturmg set up.

5. Initiate concrete plans to expand productive capacity i.e. capacity utilization

through the gradual expansion of the company’s facilities and network.

PRICING STRATEGIES

Pricing is the process by which exchange values are worked out for services. All market
exchanges do, as matter of fact, require an expression ol price. Clients look at price as the
measure of the valuc for a particular product or serviees offered. Price is the exchange

value of a good or setvice.

Basically we have two types of pricing sirategics operating in the company under study

namely “cost plus™ and “market sensitive™ strategies but there arc others.

COST PLUS STRATEGY

In consulting, this approach in pricing or fixing of the fec will translate into the following

procedure:-

1. The consultant will cost all materials and time in terms of per diem rates.
2. Add promotional costs such as advertising, entertainment, gifts, ete.

3 Add overheads such as rents, wtility bills, administrative expenscs etc.

»

Finally he will add a percentage to provide for his profit margin.

MARKET SENSITIVE STRATEGY

This type of price {ixing strategy is oricnted towards the consumer or client and the price

is fixed according to what the consumer or client is willing to pay for the service.

Ii" you are putting across the message in your advertising that your service is of a far
superior quality than competilive services, people won’t believe this claim if you then
price your scrvices at the same level as the competitive scrvices. This is because people
associate quality with a high price and many people are willing to pay more for what they

perceive to be quality. The practice is more common and rampant in consumer
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manufactured goods as modern markeling is basically “satisfying consumer nceds al a

profit'™.

However, scrvice may be rendered in a market sensitive price that just allows the
provider to cover the cost of producing the service, but he may still continue to produce
that service because it is part of a line that indirectly affects the salcs of other profit

making service lines.

OTHER METHODS OF FEE CHARGING
FEE/SALARY RATIO

In consulting organisations, (the so called “factor” or multiple) compares the salarics paid

to the fee carning consultants with the total fees earncd as follows:

Total Fees Earned = Factor
Saluries
A single practitioner can often achieve a lower ratio by operating with lower overhead
cxpenses, cg, if he spends 27% of the 225 “days available™ (ic 60 days) on marketing,
administration and other non-chargeable activitics eg, total annual income may be
N2,500,000.00 (salary ™1,328,125.00, social charges N333,333.00 various overhead
charges N500,000.00 and profit N338,542,00) to be camed in 165 chargeablc days. The
per diem rate is M15,151.00 while the “multiple” is 1.88 (i.e. N2,500,000.00 divide
N1,328.125.00)%.

FLAT (I.LUMP SUM) FEE

[n this instance the consultant is paid for completing a precisely defined project or job.
The advantages to the client are obvious. He or she knows how much the whole job will
cost, and also have an idea of the amount of time o be spent on the project, hence the
daily rates used in costing the assignment. Finally the client may be able to withhold
payment on the last installment of it, if the job is not completed according to the

)
contract’.
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OTHER EXTERNAL FACTORS

When setting prices, the company also must consider other factors in its external
environment, Economic condibions can have a strong impact on the firms pricing
strategics. Economic factors such as boom, or recession, inflation, and interest rates affect
pricing decisions because they affect both the costs of producing a service and consumer
pereeptions of the product’s price and value. The company also must consider what
impact its prices will have on other parties in its cnvironment. The government is another
important external influence on pricing decisions. Social concerns may have o be taken
into account. In sctting prices, a company’s short-term sales, market share, and profit

goals may have to be tempered by broader societal consideration”,

Finally professional bodies regulatory rules on fecs is another critical factor in pricing

strategy.

PROMOTION STRATEGIES

Salcs promotion plays a significant role in management consultancy, thongh the scope
may not be as wide as in say markcting of soft drinks, but creative adaptation of some of
the techniques used in marketing consumer goods may mean the difference between
success und (ailure. The methods don’t have to openly canvass instant stimulation of
sales. Indirect as they may be, their power cannot be underrated. The moment the
mecthods adopted become open and brazen, they losc the dignificd approach required by

- 8
professional cthics”.

Some of the sales promotion techniques that can be creatively tumed to good account in

the marketing of consultancy services include:

1. Exhibitions._ The consultants can gain a lot of milage in visibility for his scrvices
if he selects and participates in relevant exhibilions.

2. Networking:. The “old school tie” plays a role here. People you have known in
the past can be a4 good source of business, directly or indirgetly. The clients you
are handling and the people you meet during formal and informal occasions can

all serve as 4 good net-work of busincss contacts.
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9.

10.

Quantity Discounts.. Services with a fixed fee rate may be offered to clients at
diflerent fec lovels to encourage greater patronage.

Cash Incentive. The firm may design a sales promotion programme to motivale
its executives to get new clicnts. A cash award equivalent to a sct percentage of
value of all new contracts may be paid instantly to consultants who bring in such
jobs.

Training:~ here js the need for the continuous training, re-training and
deveclopment of the personncet in the office and those of the client staff through
formal education, seminars, symposia ete. 1o better equip then for the challenges
ahead.

Sponsored Conference.. A consulting firm may sponsor a confercnce or a
seminar on an issue of public intercst. The spin-offs could be morc business for
the firm.

Gift Mtems._ Cylendars, calculators, diarics, pens elc are good molivators.

Special Events._ Opening of new offices, birth days of client executives, etc can
be turned to good promotional opportunitics,

Market Analysis.. The market analysts should make consistent use of markel
measurement analysis, so as to enable effective planning, measurc actuaf demand
and to forecast future market demand and trends.

Packaging:_ prescntation of reports in attractive bindings; glossy brochures, ete,

may just be what may clinch an assignment.

SELLING STRATEGIES

Selling of consultancy scrvices is not the same as seiling of consumer goods such as

soaps, detergents, beverages, textile materials etc, wherc you have sales men of low

status wilth Iess formal schooling and training. Scilers of consultancy scrvices usually

have formal schooling and training, high ranking officer hicrurchically and in most cases

there is no difference between the producers and seilers.

Ruyers of consultancy services often have personal expectation and motivational needs

which lower level personnel in consullancy firms are il} cquipped to meet. [t is therelore
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important to consider the full practical implications of Goldsmith’s observation when he

said:

The chief factor in buying is the prospect’s realisation that his expectations nceds, and

deepest motivations are being fulfilled by the product or service’.

1. The mosl important strategy in selling consultancy scrvices successfully would
thercfore be to cstablish the personal cxpectations and motivational necds of
clients and prospects. Once it 1s observed that cxisting clients cease 1o give
business and prospects that looked confirmed arc being given to less qualified and
ilt equipped consultant then Goldsmiths factor is being adhered to.

2. Rappert.. This is onc of the personal cxpectations of client. Counsultancy
nvolves confidences and professional interactions and by its nature good rapport
between the client and the consultant can Icad to a successful engagement.

3. Trust,. Eyecutives who hire consultants expect them to solve certain problems
for them and/or their organisations. Trust is therefore a pre-condition to (he
success of such a relationship. The exceutive of the firm must therefore cultivate
trust in corporatc business ethics, honesty of sales representatives and company’s
compliance with government regulations and standard sct by the rcgulating
professional bodies in the industry are important considerations.

4, Personal Attention.. Clients and prospeets crave for assurances that they will
receive personal attention for their problems from some onc very important in the
consulting firm. From the business point of view, this 1s entirely logical since
consultancy is high-stake business from the points of view ol bolh clients and
consultants,

5. Empathy.. Empathy is characterised by “other-dirccted” attitudes in interpersonal
rctationships. How well does the consultant place humself 1 my shoes? How well
does he see the problems from my perspective?

6. Socialising.. Social interactions help to oil business relations. Consuitants will
find that it pays to get involved in social activities which attract clients and

prospective clients,



MOTIVATIONAL NEEDS OF CLIENTS/PROSPECTS

Motivation has been defined by Mandell and Rosenberg as “What leads the individual 1o act in

a particular way™. To succeed in selling vou must understand the motives that lead vour

customers to buy your services.

To identify which particular motivational need you are confronted with in any particular selling

situation requires knowledge of vour customer and how your services are viewed and used by

P . : w
him and s orgamzation”.

18

I

Survival-_ The representative of the client may be concerned with survival of his
Organization and at the same time be interested in some monetary gain out of the
engagement. In turbulent tmes, all that matters for a business is to survive so that it can
live to do better business tomorrow. The decision to hire consultants often has to do with
promoting efficiency in the operations of the organization.

Security._ The client representative is also concerned with his own job security when he
15 buyving consultancy services. The chent executive needs to have faith in the financial
stabifity and strength of your company, the reliability of your firm, on-time defiveries and
capability of handling complex consulting situations. 1t 1s your duty to build this faith in
the exccutive.

Recognition.. The need for recognition, sell=respect and esteem are charactenistics of

people who arrive at positions of authority in organisations.

Two types of recognition exists:
Need for achievement, personal adequacy in dealing with the environment and other

people, confidence in one-seif and the need for independence.

The sccond has to do with reputation, respect, attention and appreciation.

The firm must look out for opportunities to recognise when any client has done
something to deserve a letter of congratulations or a gift in appreciation of good services,
Power._ Appreciate that your client sees himsell or his position as being in authority
when he is dealing with you. He has authority to buy or reject what you are selling. A
client contact person who has a strong need for power will vehemently object your by-

passing him and dealing with his superiors. The firm must watch out.
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Credibility._ The firm néed to have reputation in the industry, the client executive will be
more interested in doing business with you. Your personal worth, tract record with
customers. the quality of management of the firm, recognition which your firm is granted
by influential persons and organisations and the visibility and image vou have of the
press will all count in moulding the views of the client exccutive regarding your
credibility.

Competitive Advantage._ The client exccutive wants assurance that the service he is
buying will give him and his company a compelitive edge in business, such as greater

sales, higher productivity, or lower operating costs.
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3.5

SUMMARY AND CONCLUSION

This study was primarily concerned with the phecnomenon of marketing strategics in the
consultancy industry and a case study of Ihralim Yusuf & Co and Associates Kaduna was
undertaken, This was done with a view towards taking a critical analysis at how
management has in the past formulated and adopted specific marketing strategies., and how
over the present period 1t has employed marketing techniques and stratcgics in the

companies overall marketing cflort.

Further more, this study has also cqually been concerned with how the company's
management has employed various marketing strategies to enhance its competitive position
in the market. In view of the increasing ratc of competiion, quacks, political instability,
riots, and rehigious intolerance, inconsistent govermment policies and the general adverse

business environment in the Nigerian economy.

Moreover, in the light of this analysis, an attempt is ntade to conceive how management
intends to go about the formulation and implementation of marketing strategics in its total

marketing e¢ffort, in (he near and distant future.

In addition, an cvaluation of these stratcgics is undcrtaken, and in the event a number of

alternative marketing strategics are put forth, directed at attaining sct objectives.

In conclusion a number of recommendations, and observations are made, the relevance of
which would account for increased management efficiency and organizational effectiveness.
This would thus be rellected in expanded market share, increased sales volume, positive

cash flow and profitability.
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QEUSTIONNAIRE SCHEDULE

Topic; Mmarketing of consultancy services. A case study of Tbrahim Yusuf & Co and
Ibrahim Yusul and Associales, A Kaduna based Chartered Accountancy and

consultancy, itrm.

Note;  As the study of research is primarily an academic exercise, your full co-operation is
kindly sought, i supplying the rescarcher with Information/Data, required, which

will be trealed in strict confidence.

QUESTIONNAIR FOR MANGEMENT

l. Wha! Business am | in?

2 What is my place in the Busincss

3. Whal clients am [ serving? Where is my market?

4. What is my company’s image to my major clicnts?

5. What business do | want to be in live years?

0. What are my specific goals for profit improvement ?

7. Need i have plans for services improvement ? if so what?

8. What is greatest strength? Am [ using 1t well?

9. What 1s my greatest problem? How am [ o solve and solve it?
10. What share of the market do 1 want? Next month? Next year?
1l. Are my personal policies aceeptable to employecs.

12. How can I finance growth?
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10,
1.
12.
13.
14.
15.

16.

17.

18.
190.

20.

SELECTED BIBLIOGRAPHY AND REFERENCES:

The marketing of management consultancy services 1st edition by professor David Tornem.
Maiagement consulting by Milan Kubr third revised edition.

Principles of marketing seventh edition Phlip Kotler & Gary Armstrong,

The Nigerian Accounting magazine October - Dec. 1999 edition.

Buker M.J. marketing, An introduction text Macmillan 1971,

Christopher, (.M " Marketing below the line George Allen & Unwin, 1972,

Gravens Hills & Woaodruff, "Marketing decision making concepts and strategy” Richard
Irwin 1.C.

Ansoff, H.I. "Corporate Strategy” Mcgraw Hill 1982

Enling, K.A. "Introduction to modern marketing, Macmillan, 1968,

Gluck, W.F & John, L. "Business policy and strategic management” Mcgraw Hill Inc 1972.
Philips, C.f & Duncan, D.J. "Marketing principles and Methods" John [rwin, 1960).

Hdmes, P.M. "Industrial pricing behaviour & Devaluation, Macmillan, 1978,

Kelly,E.J. "Marketing Planning and Competitive strategy” prentice Hall.

Kelly, E.J. "Marketing, strategy and Functions prentice hall, 1965.

Kelly,R.E consulting: Complete guide to a profitable career (Newyork: Charles Sonbner's
Sons 1980:217)

Fuchs, 1H.,Making the most of Management consulting services (Newyork: Amacon,
1975:103)

Bermont, 110 How 1o become a successful consullant in your own field (Wushinglon
De:Bermont Books 1973:73)

Block, P Flawlcss consulting (Texas: Learning Coneepts, 1978:157-8)

Mathcws, R.S. How to tcll if your clients are satisfied "Consultants News July/August
1987(Fitz Williams: Kennedy & Kennedy Inc) PP 4-5

Kennedy, J. In Gore, G.J. and Wright R.G. The Academic Consultant Connection (Dubuque
Lowa: Kendal/l Tunt Publishing Co. 1979:368)

97



