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have told him of her, goes painstakingly
through all the steps they were taught on
the basic consultancy skills course they
have just attended, pinpoints a problem
| andd asks if vou would like a proposal o
be writien.

Consultants will easily dismass their
lack of success with new clients as dowm
1o “the wroeng chemistry™, This can let
them off the hook too casily. In reality
they mishandled themielves. The rwo
examples are nof-authentc approaches
that waste both client and consulrant
time and are doomed o failure. The
dialogue the consultanis intated with
the chient was not real and was discon-
nected from the client’s world (for
other mistaken approaches, see “Typacal
mistakes™ on page 36).

is there not more 10 consultancy than
avoiding the active and passive faking
errors listed under *Typical mistakes™?
That depends. You can opefate simply
by avobding these errors and adopting a
*customer is always reght”™ mentality, but
this would confine vou 1o o safer, lower
value-added, more routine (and some
crncs would say mealy-mouthed, hired
hack) rode.

Sometimes this approach s correct,
particularly when delivering pre-defined
| products such as training, market
| research and TQM. Bur bending
over backwards may not abways meet
chents’ expectations.

Clients often expect more when they
engage a consultant. They want 3 consul-
ranir who vells it like it 1 to the chent.

On occasons this must include going
againsy shom-term self-nterest and book-
ing away from the obvious path to the
highest possible fee. This provides the
highest value and is what we mean by
authentic. It is how long-term success
as a consultan: or a consultancy firm
18 created.

When vou believe there are sensitive
issues that people will aot want wo
confront, then you say 0. You seek out
“difficult rezlities”™ thar the client is
avonding. You 1ake risks and not abeays
say what the chent wants to hear. If vou
say it bike it is, you risk being sacked, but
if you do not, you are not doing vour job.

O course, you need 1o think very care-
fullv about how to rackle difficuh
realities: uming, permission and method
of commuurucating are all impomant. The
chient’s ego is involved, as people at
direcior=level were probably wckling the
problem you have been brought in 1o
salve. 50 you must respect their feelings
and protect their egos without compro-
masang the need 1o tackle the real issues,

It seems 1o work to strike a balance
between optimism and pessimism and
encouTagement and criticism in address-

ing the clieat’s progress to solving the
problem before vou were called in. You
will not always succeed; so boware the
[empiation to Y 1O Medsure Your sug-
cess immediately, We call this totally
authentic approach “advanced level
process consultancy ™.

To develop advanced level process
consulting skills takes time and fequires
gudance. The risks on the way include
missed oppoTTunities, overstepping client
permusison and crtcism for being nane
in the power game,

But the sdvantages curweigh the nsks.
Think about it: what would vou prefer
clichts to say aboul your service: one;
“the consuliants are shppery, fakes and
hars®; two, “the consultanis deliver the
pmdun we pl,:l.rr_h:.-.'-:' on ame”; or three,
“the comsultants provide us with a real,
honest challenge that we do por always
find comfortable or agree with, but they
23dd tremendous value?™

Either of the last owo respomees may be
accepiable to you, but if the last oo
become confused, the danger of comsul-
tamt fanlure 35 high. If an inexpenienced
consultant whe has not vet served an
apprenticeship goes unaided inte the
third position, this may give both
client and supervising consultant
some problems,

If experenced consultants are masled
into believing their principal role B8 prod-
wct debivery, this can also be dangetous
and can leave the client feeling shor-
changed. This shows up at the first
meeting with the chent who complains
afterwards: “The consultants “imsested
on giving their standard preseniacion
They did nor involve me, ask me any
questions or find anything ouwr.”

A number of the large firms have been
rushing down a product delivery route,
de-skilling the consultancy process to
enahle delvery by vounger. cheaper, less-
experienced consultants. The chent’s
werdict seems to be: “We would rather
pay extra for the organ-gnnder s expen-
ence than receive a standandised produc
delsvered by monkeys.”

In other words, do develop specialisms,
equip your experienced consultants with
advanced level process skills. Do moe rely
on a standardised set of products—
producis may be fecessary but will not
e sufficient.

If vou are in demand busy camang fees,
vou know vou are needed. Unless you are
hungry for promotion, it 5 safe to move
further away from corporate mstroctions.
¥ou have other alternarives. If in PA, vou
could move on to Coopers & Lybrand,
Price Waterhouse, P-E, 3 host of other
firms or self-employment. If vou are mot
in demand, you might conform, follow
the corporate direction and move

inside vowards managing consultants.
Whether this i s of not, this & how it
Can appear o consuliants, |
The partnership structure of the |
ACCOURNINE practices leaves (non-
partner) consultants acutely aware of
hierarchy, the partner non-partner divide
and thelr own relative powerlessness, In
large firms, such as PA, power is more
dispersed, but the challenge for the ‘

consultant s just a3 great. Rarely do wou
find in one consulitant the abuety to be
effective both i consulting with client |
and in managing the firm's nternal polit- |
ical system. Consulants tend 1o move |
further *in" (managing consultants) of |
“out™ (consulting with clients) rather |
than being happy doing both.

Whth regard to managing 8 team of
consuluzns, it has often been said tha
this 15 hike “herding cats"—in other
words, an impossible task. They all go
their own way regardless of the direction |
they're shown. This may be true, but |
how surpriung s this and how should 1‘!--'
firm respond #

Firss af all, we aren’t surpnised that
consuliants resist an imposed corporate
direction. They spend most of their |
waorking hours face to face wath chems: |
interacting, questioning, challenging,
persuading, bemg real.

The diligent consultant carefully
protects and defends the time and
eesources he or she needs to consult
effectively with the ¢lient. When they
FECEive COTpOTILE instructinms delivered
old stvle, top down, one-way, welling, |
requiring or demanding, the contradic- |
tion and the discomfort are obvious, |
Their confidence in their employer
declines i proportion 1o the number of |
impersonal corporate influence amempts!

The unspoken message from the
sucoessfial, in demand consultant seems
to be: “Treat me with such conremps and |
I will behave as 3 free agent unconcerned
with the priontics of the corporation,”
The firm or consultant manager
rationabises this as “consultans are hard
Lo manage”

As consultants we feel that we, first
and foremost, are people and, second,
that we can earn some staggenmg levels of
fee income. To the firm, these percep-
tons are reversed: fims vou cam revenue
and, second, if vou are lucky, it will treat
vou as a person. Scenano | Slustrates the
corporanst appreach in contrast with the
more consuliani-centred example 1n
Scenario 2,

Scenario 13 A consultant returmns from a
client meeting 10 the office for a team
meeting. The team-leader harangues the
consultant for fod returmning nmesheets,
fot complenng iInvoicing procedunes of
project documentation correctly

J4
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and falling short of sales and uril-
Ao TAnges.

Scenario 2: A consultant’s manager
| motess 4 pespected gurny is spealing at a
conference in Florda. She leaves demails
on the consultant’s desk wath a note
suggesting he takes family for holiday and
unes copference as 2 stmultancous oppar-
| tunity to uie up his annual persomal
development allocatzon.

Larger firms, despite investing tme in
carefiy] selecnon of consultants, rolecate
and encourage a high level of umover of
sizff, They see the comsultant a< a wan-
able cose.

The notion of Investment in skalls s
| mot a8 cenrral as one might egpect. At the
annual appraisal, the notwon aof respect
for consultants as individuals is lip-
service. Share-0ption schemes, p-n.'l'-l:ll."-
mance-relared pay, profic sharss, mession
statements and mampﬂd CEMTImMuUCa-
tens are 4 veneer that, for experienced
consultants, cannot mask this underlying
reality: consultants are revenue prodocs
ing machines. Traditional human
resource management methods samply
de not work on consultants.

What = the conseguence? Consultants
either play the game for a Wme, UMM oV~
cal and then leave: or they conform, sup-
press their mdnadualiny, downgrade theis
self-pespest and, in turn, lose thewr
respect for the client.

Consultants are forced to hede their
ceality from the client: they become
guarded, careful, and bury their feelmgs.
If they are real and honest with the clienr,
reputatons can be damaged,

The seyle of the consultancy mansac-
zon tends o mEToer how consultants ane
managed by their employer. Rather than
2 consultative transaction bult on per-
mission, respect and being real, it
| becomes drven, autocratie and narmow.
Solutions ger imposed on the client. An
mappropriate and mconskstent corporabe
srvbe can therefore be very damagng.

What 14 the alternatne? The realsty in a
crowded competitive marker with low
barmers to entry s that clients and the
best consulrants move in due course
towards the most effective use of consul-
tancy where the most valwe is created.
These who do not do this go our
of business,

All optons are open to any consultan-
v practittoner. But only a few options
| are inherently strong and sustaimable in
the longer term.

How can you immedianedy mmnpoct 2 dose
of honest reality o every client-consul-
tant relationship? How can authentany
be made concrete and tangble

The answer is by empowering experni-
enced corsultants (o declme work. Make
a clear and simple directive understood:

T e e

we (the firm) will decline or refer work
requested by a client if we are not con-
vinced we can add value. As a reassur-
ance, this declaration can be passed
on o chents.

v iy ¥

This may prove to be the foundation
for the best, modr succesafl advanced
level process consultancy work for creat-
g the greavest added value. It docs not
maximise shori-term fee income, but 1t o
an advertiscable proposition thatr could
generate benefits in the not-too-distant
furure and put a frm on the nght oack
towands sustaanable success.

It is hardest for the larger firms with
the haaviest cverhesds to make tha bald
move. But it is the essence of good,
honest consulting.

A woom as & large frm is bold enough
to make this claim, any consultant of frm
ins the indwsoy who does ot live up to it
will be branded a cowboy, New stan-
dards of excellent pracoce could, there-
fore, be quickly establshed.

In the authenticated style of manage-
ment, the empowered consultant living
under the new promise will need to be
managed in a new way. Management
stvles will polarsse away from all thangs to
all men iavo two distiner seyles thae
recognise the two types of consultant:
product deliverers and advanced level
process consultants,

Product deliverers will be develaped
and managed wsing o uniform and discs-
phined stvle takang, perhaps, Andersen as
their example. Recruited younger, and
operating well-defined corporate sys-
rems, e3ch person is 3 semi-interchange-

able representative of the corporane |

brand. These people will adapt and con- |
form 1o a ughter, well structured, more |

EERTeSSivEe Management sivle.

Many of the problems of managing
consultants simply will not apply.
[ndhdduality s buried. Evervone gains
pride and kudos from the corporate
L 1

Advanced level process coniultants
will oot need 1o be managed. Instead,
they will be “allowed access 1o the
resources of a nerwork™ o suppon the
excellence of their consulting with
chienms.

The style of interaction 13 adult o
adulr and consultnes will “conoact”™ pob
by job, with an overall agreement afbsout
fee rare and volumes of work. Any fooed
salary element will represent less than
half of voral carnings—carnings being
variable and revenue related.

Managers will themsehves be working
consultants who look after quire small
groups of one o five consultants. The
managers wall ingeract with other consul-
tants in their group using their own
advanced process consulung skills in a
personal consultative siyle of manage-
ment. Mo big sthek is fecessary within a
very clear performance expectation and
code of condwer.

The individual carres & very hagh level
of responsihility and does ot aeed o be
protected from market reabties. Indeed,;
the market-place operates within the firm

and consultants most in demand com- |

mand the highest fee rates.
A generous commuission s payvable for

consulranms who eefer jobs o more suar- |

ably qun.'l:ﬁ.l:d colleagues to encourage
the declining of unsuitable projects,
Product deliverers wnth ambitions o
become advanced process consultants
are apprentced to wilbng mentors for a
perod of one 1o Two years.,

Without questron, authenbiic consul-
rants will win more business. Bur they
will hawve to say no bo unsuitable projects
o build a good reputation,

Consultancies, however, won't be ahle
o do this on their ovwn, They will realse
authenbicity only by gang their conaul-
rxnies the power o num down wnmgtable
work. Authensaty might oot pay in the
shoer rerm, but it will cerainky reap the
rewards in the years 10 corme.

Tomy Page 13 managng dircctor of Page
Corusulnng and Ron Hyams & an assocate
corsuleamt at the firm
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