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The purpose of this paper is to look atvhe consultant can ad@dhe to an aani-
sation and the kinds of things both parties should think about te mak a project is
successful.

What do you say when someone asks you what you do feingdi Sometimes &' easy “I'm a doctor. A

lawyer. A civil engineef Sometimes it5 less easy — and one of those times is when you are a manage-
ment consultant. When | say I'm a management consultant there is e fickecognition, no flash of
understanding in the listensrgyes. The net question is often, “So, what does a management consultant
do?”

Theres something interesting that eskplace when you try and describe a thingr é<ample, if |
said to you that | s a doctqgryou'd instantly hae a picture in your mind. That oneowd gives you a lot
of information because you are alreadynfliar with the idea of doctors and whatytdo. So, in essence,
before you can understand therds “management consultant” yowkao knev what a management con-
sultant does in the first place — and thatta fev more words.

1. What does a management consultant do?

The traditional vay to answer such a question is to list\aiigis: research, analysis, advice, and so
on. The idea is that a consultant bring specifiparience andxpertise to your team that you dbalready
have. The are a part of the team in the sam&yvemplgees are Wt with different terms and for a finite
time. Your emplgees stay with you and consultants usuallywenon to the nd assignment.

So, there are at leastdwhings to consider: the things yhdo and the terms under which yhaéo
them. That seems simple enougke¢ept it often isrt. For example, the thing to be done is rarely the same
thing for diferent oganisations. If the problem you need solving is straightbovthen what you will
probably do is go ahead and solit. You dont need consultantsvolved. Instead you need people who
can carry out produete work and delier the result you need.

For example, if you need a meindustrial boiler and hee the epertise to wrk out the size you need
or require a lik-for-like replacement yoll'go to a compaythat will price up and installxactly what you
need.

The walue of a management consultant is usually in situations where yaukdow' what you need
— where there is a problematic situation that you could do with impgn

2. What's the problem here?

The first problem that needs to be addressed is one to do withathevevthink. Mag people,
maybe gen the majority of people, i@ been eposed to a ay of thinking that assumes thenld is full of
systems and what we V&to to is replace, impve or optimise those systems if want to mak things
better It's a viev of the world that is mechanical — if you me these things, put these people in those
roles and imest mong in these pieces of kit then you will get this result. All youehto do is set a goal,
decide what resources you need and track your progress and you will win.

These ideas are woso common that tlyeare taken as selfsadent — as obious. Of course you
should hae goals. Of course thieshould be SMAR: specific, measurable, actédble, realistic and time-
bound. You must know intuiti vely that this is the right @&y to do things? Except, what wedet is that
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what seems intuite is often the case only becauss fmiliar. We are &miliar with the idea of goal set-
ting as a \ay to achiee results and so we baleit is the intuitve and olious way to do things.

The problem that comes up in reabnid situations is that goals that at first glance seem simple and
obvious prave surprisingly hard to meet.oFexample, if you run ausiness you will need to think about
quality, cost and time. If you set a goal for 100% quality in yawotdry you will increase the cost of oper
ations and the time it tek to produce what you mak

In real life, what often happens is that when you set goalsetie up being incompatible.oFFexam-
ple, the UKS goals of a decarbonised egesystem, cheaper bills and security of supply cannot all be met
in full. A fully decarbonised system based entirely on gneources controlled by the UKowld cost a
huge amount of mogye— mong that would be paid by consumers through bills. In real life the end result
is often not the best you can detlthe best you canvi with. It's alvays a compromise, an accommoda-
tion, optimal gien the constraints rather than optimising for the best possible result.

3. The one thing we brget to model

In mary business situations the people &dlwith problem-solving h& a technical background.
They are trained as engineers, technicians or analysts. PerhgpsdaHaancexperts, lavyers or accoun-
tants. Thg come with a set of tools angperiences that can be applied to problems.

The solutions the come up with usually range from simple to compie technical terms. &
example, you could hee a simple solution thatvnlves implementing a bookekping system. Or you
might hase a more compiesolution that imolves a commodity management system that uses the principle
of decision making under risk to measure and model the impact of decisions to create decision support
material for decision mas. The commorettor is that there are things in therd that need to be done
and things that link them togetherdikiovs of information or mone It comes dwn to nodes and links.

Once yowe designed your system and come up with the nodes and links, you can go ahead with the
job of implementing the system. Thavatves getting the technicalork done, training users and getting
people to use the nesystem. This is the &y most technical people see what needs to be done: a struc-
tured process to design and implement a system that consists of things and links. Alleytmudtangt is
add people and atch it work perfectly

Except, it often doest’ Technical people ha often &perienced the disconcerting result that hap-
pens when you add people to your perfect system atchwwerything &ll apart around you. H'got to be
the fault of the people — the systenorks perfectly when you use it. dtivhen these normal people come
around and use it that things seemalb dver and cause issues. Thera'name for such clueless users —
“lusers”.

4. The fault[...] is not in our stars. But in ourselves...

The thing that technical people dbréalise, is that there is more to life than simple or coxpye-
tems. In &ct, there are no systems in the situatiorrevisoking at at all. There are things. And there are
people. Things stay in one place andriwwhen we connect them togethéteople hee a mind of their
own, have viavs and opinions and takaction that they beliee is the right action to tak The act with
purpose and that is part of the situation we are tryinguvava. Ary solution, then, that doegrihclude
the people imolved as a fundamental part of it is missing a hugely important piece of functiotigditike
designing a battleship and \&ag out the engine that das the propellerlf you want something that adds
value, something that impres the situation you need an approach that combines the technical and social
aspects of the situation — a socio-technical solution.

It follows then, that it isery unlikely that the same technical solution wilbsk in exactly the same
way in two different oganisations because the people arfedint.

5. This is where a management consultant comes in.

What you hae then, in most ganisations, is a problematic situation and the peopéetat] by it.
In mary cases the peoplefated can come up with a solution thairiss for them. In other cases, a con-
sultant can help — not by coming in with a magic solutiondy bringing in a range of approaches, mod-
els and ideas that théhave developed or seen in other places. Yhemn work with the people in this
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organisation to come up with a model of whagamisation ought to look l&and act and compare the parts
of that model with reality to come with ideas and suggestions to uaphe situation.

The main diference in this approach is that the peoplelired, including the consultant, stop seeing
the problem situation — the realitpding them — as a system that needs re-engineeuinmdiead see
their approach to impraing the situation as something capable of being done systematically is a
subtle point, bt the alue added by the management consultant is often not in the form of a solution to the
problem lut in the form of a managed approach to solving the problem out of which a solution might
emege that is acceptable for theganisation and i people. A solution that may actually ¢atoot and
work because the peoplesgived hae been an inggal part of deeloping it from the bginning.

6. Conclusion

The net time you fce a situation that is problematic — one where yowkymu need to makan
improvement you usually va one of tw thoughts. Either you kmowhat needs to be done and you just
need someone to get it doneorexample, | knav | have a tap with a leakwasher and | just canget it
dismantled with the tools | kia. | need a professional plumberhat is the kind of problem where | need a
contractoy someone who will daler a defined service in return for a fee.

The other kind of problem is where you atestire what needs to be done, or youehquestions
about which approach is &ky to work. Such questions are fuzzwith unclear edges. Mothey are
resolhed has to do with more than just things and whengahe The he& to do with people, culture, poli-
tics and the feelings and emotions and thoughts aperiences that go into making up the system that is
an oganisation. In a sense, feelings and emotions connect people and situations in much theagame w
wires connect electronic elements or financialf@onnect accounting systems.

A management consultant adddue by vorking as a member of the team with the ability to look at
the situation from anxternal point of vies, to model the nodes and links, both tangible and intangible and
take a systematic we to understanding, thinking about, comparing, analysing and finally taking action to
improve the situation.

In essence, then, a management consultant is someoneorktsalongside you on imprimg a situ-
ation by focusing on impxing the vay in which you impree the situation.

To reach the end, you bothild a better \ay.
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