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ICMCI Comment on Principles for a Global Alliance for ICT
Policy and Development

Summary

The International Council of Management Consulting Institutes (ICMCI) applauds the initiatives to
investigate and elucidate best practice in the use of ICT to assist developing countries increase
their economic capabilities and capacities.

Our members’ experience leads us to remind all involved of some basic ideas that are, too often,
ignored. One is that ICT investment alone is often wasted but considering the process, people
(in all aspects) and technology together is usually required to obtain the anticipated benefits. Two
is the need to consider the technology in the context of the organisation and its local context, and
choose appropriately. Three is that the successful use of the technology requires proper
management skills both on implementation and ongoing use. ICMCI would encourage the
inclusion in the Alliance of those who espouse the three principles.

ICMCI would be delighted to be involved in the ongoing process, either as support to the Alliance
or as a party to be involved in the review of the outcomes of the Alliance.

Comment

As Management Consultants, rather than the technical experts, tour members have often been
involved in defining the strategic impact of ICT on an organisation, determining the methods of
exploitation of the technology, as well as selection, implementation, and managing best use of the
technology. ICMCI could like many other organisations and NGOs comment on the detail and the
appropriateness of various technologies in various sectors and contexts. Rather, ICMCI feels
that there are three fundamental issues that need to kept in focus at all times when considering
the use of ICT for economic gain. These three principles are, in our experience, too often
forgotten in the detail of the programme or project.

People Process and Technology: ICT of itself rarely brings economic gain (be it in increased
efficacy, effectiveness or efficiency) but needs to be integrated into a designed environment
covering the processes to be employed, the people aspects (e.g. skills, competence, training,
culture, organisation) as well as the choice of technology. In general, it requires all three to be
designed together as a whole for the exploitation of the ICT to be effective. A simple example
concerning culture: using technology that enables cooperative working will be less effective in a
culture which emphasises the aspects of an individual owning and being responsible for an
outcome and expects individuals to compete with one other. Even getting two of the three right



will still lead to a less than effective use of the technology. For instance new ICT and process
designed for calculated optimum performance but the training is inadequate will soon lead to
confusion and then dissatisfaction by the users and the temptation to use the previous, often
manual, operations, thus negating the investment.

Appropriate technology: The selection of the ICT to be used needs to be taken within the
context of its location and use. The environmental conditions, the support requirements, the
existing infrastructure need considering. This is not to say that developing countries should be
conservative in the selection and use established rather than latest technology (and thus always
be one step behind the developed economies). For instance the latest processor designs have
been strongly influenced by the local conditions of the designers in California where there has
been a recent problem with electricity supplies and, as a consequence, the power requirements
of the latest technology has been dramatically reduced. A feature which is also of importance to
the developing economies. Also, without a large infrastructure and skill base in the older
technologies, there are opportunities to adopt more freely the latest technologies.

Management: Design, selection, implementation and operation do not occur without proper
management. Of course, this does mean that it is only a management exercise since those who
are expert in the technology (as well as process and people design) are important but too often a
well designed and intended programme fails through poor management of the introduction of the
technology. There are specific aspects of the management of technology to gain the most
effective use, but in general failed programmes are often the result of not following basic
management principles.

General comment: The above is all “common sense” . Our experience is that the application of
“common sense” is hot so common as it should be. This applies to developed and developing
economies. ICMCI would like to stress our view that the Alliance should rightly consider foremost
the technical possibilities of the utilisation of ICT in developing economies, but should at the same
time ensure that the people and process aspects are included, that the context is used in
selection of appropriate technology, and above all the management responsibilities are
highlighted.

ICMCI

The International Council of Management Consulting Institutes (ICMCI) is the authoritative global
organisation for the development of world class professional standards in management
consultancy. Founded in 1987, ICMCI has over the years instituted a code of ethics, established
minimum standards for quality, developed an international qualification for management
consultancy (the Certified Management Consultant, CMC) with over 10,000 holders. From an
initial 7 members, ICMCI now has 44 nations represented by their own professional institute or
association of management consultants. In 2001 ICMCI was awarded special Consultative NGO
Status to UN ECOSOC. Part of ICMCI’s mission is assisting developing countries to form their
own professional body for management consultants, so that they can develop their indigenous,
qualified and ethical management consulting profession and thereby increase the capacity for
successful economic development.
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