The Concise Guide to Becoming an

Independent Consultant







The Concise Guide to Becoming an

Independent Consultant

Herman Holtz

John Wiley & Sons, Inc.
New York - Chichester - Weinheim - Brisbane - Singapore - Toronto



This book is pinted on &id-free pafer. g

Copyright © 1999 ty Herman Holtz. All rights reserved.

Published by John Wiley & Sons, hc.
Published simukaneously in Canada.

No pat of this pubication ma be reproduced, storad n a etrieval system or ransmitted in
any form or by any means, eletronic, mechanic4, photocopying, recording, scaning or
otherwise, except as permitted under Section 20°" or 108 bthe 1976 Wited Sates Gpyright
Act, without ether the pior written permistion o the Rublisher, or auhorization through
payment of the apropriate per-copy fee to-he Gopyright Clearance Certer, 222 Rosewood
Drive, Dawers, MA 01923, (978) 734-5400, fax (978) 78044. Requeds to the Rublisher

for permission should be adde<a ¢ the Rermissions Depatment, John Wiley & Sons, hc.,
605 Third Averue, New York, 1Y, 10158-0012, (212) 850-6011, fax (212) 850-6008, EiMa
PERMREQ @WLEY.COM.

This pubication is decaneu tu povide acurate and auhoritative information in regard to
the subjet matter covered. It is ld with the inderstanding that the pubisher is rot ergaged
in rendeing professond services. If pofessond advice or oher expert assigance is
required, the srvices d a competernt professond person stould be sught.

Library of Congress Caaloging-in-Publication Data:

Holtz, Herman.
The @ndse guide to beoming an independen consutant / Herman
Holtz.
p. cm.
Includes indg.
ISBN 0-471-31573-7 paper : ak. paper)
1. Busiress onsutants—\Vocationd guidance. 2. Consuting

firms—Planing. I. Title.
HD69.C6H6199 1999
001.068—dc21 98-44989

Printed in the Uhited Sates d America.
10 9 8 7 6 5 4 3 2 1



Contents

PREFACE

INTRODUCTION

Increasing need. How consutants'sracialize. The @nsuting
market has grown and changer: The nore impottant view: That
of the cient. Who are the cleris?

1 WHAT DOES (SHC!.)) A CONSULTANT DO?

Computers and daa rocessiny. The rise d the permanent
tempoary. Tha ®nsutant organization. W2 onsutants versus
1099 onsiitanis. The onsutant company. Hybrids. The
consutant e a ®lf-empoyed, indeenden. Fields ad srvices
suitade for cnsuting.

SEIZING OPPORTUNITY: CAPITALI ZING
ON BEGINNINGS

Your consuting specialty versus yur marketing needs. Wha
does t take to be aensutant? The sveral skills of a mnsutant.
The averues @ specialization.

CONSULTING AS A SECOND CAREER

What is a £cond caeer? Companies for £niors. Almost any
skill/knowledge/experience can be he tkasis. Maketing—
Winning clients. Wha kinds d clients to pusue. Maketing your

services. Plaving new fields. Gnsutants & tempouries. Findng

assgnmerts. A few related consderations.

18

29



Vi

10

s  Contents

WHY DO SO MANY CONSULTANT S FAIL?
HOW TO SUCCEED

The shadw of failure. The roos o failure. Wha is failure? The
common mistakes d neophyte mnsutants. The tasic trade-dfs.
How specialized ought you to be? Haing it both ways in
specializing. Marketing. The tn lavs d survival. The
consutant’s image.

A FEW KEYS TO SUWCCESS

The at of listening. Deciding whéa busiress ypu are in. Your
true cient. The wo basic sdes stuations. The indegnden
consutant: Specialist or gereralist? Dos and dorits, esgcially
for the first year.

FOUNDING THE CONSULTING PRACTICE

If you had t to do wer. Gereral consderations sgh. asiicensirg.
The mater of a busiress nane. Wha type d busiiss
organization should you uee? Do you need a ':wyer? Do you need
an accountant? Do you need a busiess far? Some gereral
observations abat busiress pans. Gee'a’zed outlines.

FINANCES, TAXES, AND RELAT ED PROBLEMS

Using wha your accountant tei's you. Accounting is a
manggenern tod. Some @nyyon mistakes. ®me besic rules.
Basic wst centers and @t definitions. hsurance. Taxes:
Avoidance is legal. Special situations.

MARKETIN(G AND SALES: FINDING LEADS AND
CLOSING THEM

Success in meketing is dways a totic for an aling busiress.
What is maketing? Disovering wha clients wish to buy*I
know it when | ®e it.” Creaing needs. Face-to-face clasing.

RELEASES, BROCHURES, AND OTHER MATERIALS

Marketing and nessages. Releases and rewsworthiness. Lirkages:

Keepirg your eye on he tall. Brochures & maketing tods. Other
sdes mderials.

THE NEW MARKETING

A not uncommon ecoromic problem. Wha's wrong with the “dd”
marketing? Is mas maketing dead? Bt consuting is rot sold via

44

59

75

89

101

118

131



11

12

13

14

15

Contents = Vil

mass maketing. The maketing daabase. Networking for clients.
Brokers, job stops, subontracts, and the IRS. IRS and Section
1706. echnical services firms.

MARKETING TO THE PUBLIC SECTOR:
FEDERAL, STATE, AND LOCAL GOVERNMENT 141

A brief glimpse o governmert markets. Wha governmerts buy
How governmerts buy The pocurement system. Maket resarch.
Suboontracting and other special marketing agproaches.

PROPOSAL WRITING: AVITAL ART 154

The evolution d modern proposd practice. Wha proposds cdl
for. Why propcsds are requeded. Proposed pan and papaser. The
ingredients d the R-P. Wha is a poposd? Propcsd-cuenaios.
Who mug you sll? Public- versus pivate-sector jreposds. The
evaluaion g/stem. The poted process. Sle-soirce pocurenert.
Propcsd formats and rationdes. Format and cereral rationde. The
necessay impact. Srategy and its evolutio:, Functiond
flowcharts. A few odds ad ends to o :der.

THE INITIAL M EETING 182

Rule rumber 1: Have a cleaunderstanding a and from the
beginning. Rule rumbe:2: Be a dgnified professond always.
Rule rumber 3: Sllwitiiout hype. The dfference baween
bragging and repoitiing. lling is mnsuting. Pricing problems.
Where to @neict initial meetings. Things to ttle & the intial
meeting. Falhave-up.

NEGOTIATIONS, FEES, AND CONTRACTS 195

Fees, osts, and pofits. Sandard rates. Céculating overhead.
What should your overhead ate be? PPivate-sctor paallels.
Governmert contract negotiation. Rrivate-sector contract forms.
What is a ontract? Alternatives to foma contract docunerts.
The infoma contract or letter of agreemernt. Annudl retainers.
Negotiating tips, tactics, aand gambits.

CONSULTING PROCESSES AND PROCEDURES 211

The at of listening. The at of heaing. Hearing is rot a pasive
function. Hearing as a séesperson. Listening as a hired
consutant. A basic agproach to dl anaysis: Runction.



viii

16

17

18

19

20

s Contents

FINAL REPORTS, PRESENTATIONS, AND
OTHER PRODUCTS

Written repotts: Froduwcts d the @nsuting project. Verbal repotts

and pesertations. Qher produwcts. Findng a neasuring gick.

FEES AND COLLEC TIONS

Cash flow is a poblem for everyone. Warning flags. Cedit card
corvenience—and inornvenience. Qollections. @llecting from
governmert clients.

CONSULTANT SKILL S YOU NEED:

MAKING PRESENTATIONS

Consuting: Busiress or pofesson? Riblic speaing. The rotion
of born spe&kers. A few presertation grinciples.

SKILL S YOU NEED: WRITING

Writing skills for the onsutant. Ressarch and.cda gathering.
The daft.

TECHNOLOGIC AL ASSETS FOR T E

INDEPENDENT CONSULTANT

The rew meaning o independen. Catabase and speadshet
functions. Rinters. Modens:5acsimile machines. Tape drives
and backing up The @mpuer as a greral aide. Findng
software.

INDEX

234

248

258

269

291

297



Preface

Consuting, as a caeer, has been ore d the mapr bereficiaries d our explo-
sively expanding high technology. The manframe mmpuier was responsike
for creaing a gea many computer consutants, for'xample. Then te per-
sond computer came dong and mutiplied the nimper of independer com-
puter consutants may times wer. Then can=tienernet and Web stes, ad
that spavned a gea many new consuting s;ecialties.

Consutants wio rely on Hgh-tech sialis and knowledge ae anong the
most rapidly proliferating types and Cicszes d consutants, but hey are rot
the only ors for wiom consuting.na& beome a caeer. We hare cnsutants
today in every field—wedding conicutants, dess onsutants, teleghone lic-
itation wnsutants, esen autmchile paking consutants! Whaever the reed
or problem, there is pobaHy 2 mnsutant expert who can help

Through years on SiituServe and row through sveral yeas on he Inter-
net, | have been in @agdant and ontinuous @mMmunication with a gea many
consutants. me ae highly experienced dd-timers, me ae relatively new
to the field, and < me ae dther just embarking on a onsuting caeer or
prepaing to t9 ®. The words d one man who is empoyed &s an internd con-
sultant by his firm were esgcially rewarding. He repotted tha he dd rot as-
pire to lauch his ovn, indepndem consuting verture, but he fand certain
principles eminciated in aur Internet corversaions and in ®me d his readng
“made he lights go on” for im and were “liberating eye operers.” These ae
some d the sgecific ideas he faind to be e illuminating:

= Consuting is rot itself a professon, rather it is how one pactices a
professon.

= Consutants reed to maket their services poactively as a panned pat
of their busiress ad rot as an aterthought.

= The clent’s perception is wha defines te “truth” or redity of a con-
sulting situation.

= Consutants reed to m&e a pofit in addtion to m&ing a lving, that is,
there should be mething left over after paying thenselves a skary.
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= A consutant mug be a spcialist and a greralist at the sane time.

= A proposd is a sdes pesertation. (Too dten we write poposds as ds-
plays d erudite technical knowledge or poficiency in clever phrasings.)

| learned and | mntinue to lean more and nore abait consuting from
other experienced practitioners. | have inorporated input from red live, prac-
ticing consutants whose commerts reflect practical experience, rather than
theory. | aso leaned o the poblems inde@nden consutants ae enounter-
ing, and wha help is eeded to mpe with these rew problems in a ianging
world.

A NEEDED RESPONSE TO GREAT CHANGES

With dl respect to Ben Fanklin and his dbservation abaut the imevitability of
dedh and taxes, | mus poirt out tha he reglected to nertion another thing
that is inevitalde in this world: Change. Change is irevitalie, it is congant,
and it is, in the broad vie, bereficial, although the inimadiate efects ma not
appea 0. Many things abait consuting have mmaned the sane over the
yeas, but meh has changed. In this book | will srrive to einforce that which
is congant, but | wil also focus atertion on ti= sgnificant changes hat mug
be recognized and taken irto account to.-<an:inue swceeding as an indepen
dert consutant.

Some d the danges ae minor and < .only minor importance, whle others
are d grea importance, and aitica! (0 ore’s siccess & a onsutant. Profes
siond practices and other busiires®s dten fal becaus they become disolete:
Their principals fail to chaage when bange is recessay. An dd dog canlearn
new tricks, and dten mus co © to suvive. We will look at independen con-
sulting todg, with &!'.ts ogortunities and problems, ®me d them o differ-
ert than they were-eaerday and others totally new and dfferert.

THE PERIPHERAL REQUIREMENTS OF
TODAY'S BUSINESS

In our complex society, we mug all be @mvered by insurance, esgcially hos-
pitalization and gereral medical coverage. Few of us can handle the msts o
today’s routine medical costs, le aone the msts d medical emergendes,
without insuance cverage. Lage @rporations ca get group @verage
without grea difficulty; independens dten hae a poblem in doirg 0. In
this book we will consder insurance and dfer some idea on tow to dotain
coverage.

Credit is dso a poblem for indegndens. Cients epect to be biled for
services, @en if they furnish a etainer to initiate a poject. For smal proj-
ects, they may want to pay with pastic—any of the popula credit cards. But
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credit card issues—banks and others—do ot welcome indegnden consuk
tants, espcially those who are home-based. This, too, is a pblem we will
addess.

THE IRS VERSUS THE ON-SITE SUBCONTRACTOR

Ore d the poblems facing consutants who undertake to function & inde@ne
dert contractors working on cients premises, unde subontracts to brolers,
is the dtitude d the IRS: The IRS ha quedioned the mntractor satus
claimed by independen consutants who work on the clent’s premises and on
long-term contracts. On he oher hand, many consutants, those empoyed in
large oganizations and those functioning as indegnden consutants, work on
their own premises or on bdt the cient’'s and their own premises, usudy
under contract to do a spcific job, rather than under an indzinite-term agree-
mert to work for the clent. Some inde@ndei consutantc hwe stort-term as-
signmerts beau® d the ndure d the work, butimaly consutants hae
long-term contracts and essgnmerts. Thus, he IR  position can be a srious
problem, and it will be dscus®d in these paes, wih swggedions for wer-
coming it.

THE PLIGHT OF TODAY'S RETIREES

Early retirement and scond ca«ei's have been a1 incressing trend influened
by the ged increase in retiranen plans axd empoyees veded intereds in
swch pans. There ae dsa a sgnificant number of military retirees, he magr-
ity of whom retire d relaively ealy ages. Wth the pessue o high wsts o
living tody addel-to 1he ndural energy and vigor of men and women wiho re-
tire ealy, many 1awich second caeers, and cnsuting is a populaoption.

THE TECHNOLOGY EXPLOSION

The technological revolution ha gealy amplified your capabiities for &-
panding your profit-making services and your resources for séisfying clients
needs. The mmputer age is may decades t, but the ea d the deskop om-
puter is barely a deade &d. It was explosively revolutionary, even nore ©
than its predeces®r the manframe wmputer age, reaching swiftly into every
corner of our lives and changing the way we do may things. The deskop com-
puters o 1988, for &ample, are primitive, @mpared to the persond computer
today. Portade computers are nore and nore popula, so that even avay from
one’s dfice, wheher in ore’s autanobile, an arplane, or a lotel roam, dl
computer services and fecilities ae & hand. With the widespead ue d
modens, omputer owners hae ready @&cess to dher computers and pubic
databases—infomation rvices.
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You can't be a @nsutant today without usirg a @mputer. The facsimile
machine (fax) ha beome dmost as popula and cmmon & the tlephone.
Cellular telephones enale an increasing number of private indviduds, as well
as mnsutants and other busiressgople to be in toch with their offices ad
ther clients wheever they are.

THE NEED FOR ENHANCED MARKETING

In these times d gereral busiress slawdown and inaeasing competition, ma-
keting becomes a nore aitical need than ever. We hare gven it more dten
tion hee than previously, with discussbns d and sggegions for nore
efficient promotiond schenes and maerials. We'll offer addtiond and rew
insights into methods for maketing your services secessully. A large pat of
this book wil focus shaply on specific marketing idea and nethods to on-
sider and us, for those are the true imgredients d your swccess & an indepent
dert consutant.

Thes ae dl matters to be adces®d in these pajes aong with many other
new developmerts and curert condtions. The book'is oyanized for your con-
venience in finding specific coverage and, more impottant, specific help for
the lution d problems and eploitation d Greortunities to epand and in-
crease your sLccess.

HErRMAN HoLTZ
Wheaton, Maryland
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What Does (Should) a
Consultant Do?

Better be proficient in one art than a smatterer in a
hundred.
—Japariese proverb

There is rothing abaut the ®rvices poviiled by typica consutants that distin-
guishes hem from other contracted-iG: =ervices, sgh as those provided by an
interior decorator, image munselcr, or financial advisor. The dfferenaes be
tween thes specialists and omisuiants who provide sinilar services ae rin-
cipally in the titles and wnimation o the word consutant. In this chaper
we’ll briefly review the ftles and have a look asome d the nost active fields
for consuting and & saveral aspects o the onsuting indugry, especially as
it pertains to indegnden consutants. (Counseling and advi®ry services ae
often fields whaa ractitioners do ot use the word consuting.)

Indegendet consutants ae dten indegnden contractors, but may con-
sultants ae specialists who work as tempoary empoyees d service firms
who assgn them to verk on a cient’s premises to agmen the clent’s staff.
High-tech consutants redominate anong those empoyed in this way. Collo-
quially, they are referred to @ “job stoppers,” but ae nore formaly referred
to as “contract professonds.” That kind of emgdoyment blossomed in gaffing
governmert contracts with skilled people during the Gold War and the high-
tech ams race. Robally the nost numerous clas d contract professonds
were and ae the mmputer specialists.

COMPUTERS AND DATA PROCESSING

The deskop computer is row as cmmon & the eletric typewriter. Main-
frame @mputers spavned many consutants and @nsuting specialties.
Their number swelled rapidly, many independen, others building consuting
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companies. There were programmers, gstems anaysts, desjners, emineers,
technicians, writers, mmputer operators, and oters idertified by various de
grees d experience and qudifications. $ecialization was forced on ©nsul-
tants by the mpid growth of diverse rew technologies.

The acelerating ue d the persond/deskop cmputer and other applica-
tions vere made pssilde by the deelopmert of new computer chips. Despie
a decline in debne @ntracts and in the mawufacture, sde, and ue o main-
frame computers, the gowth in rumbers d computer consutants continued,
as dd the u® d contract professonds in gereral.

THE RISE OF THE PERMANENT TEMPORARY

The ®erm temprary originally referred to dfice workers who were a onve-
nience for empoyers with tempomry needs for etra help Ternipoary agen
cies were a boon to wmen wlo didn't want or couldn't fina full-time jobs.
They soon bgan to pgace emineers, writers, illustrato’s, aad others wio
sought tempoiry jobs. “Temp” jobs rormaly pay a tigha hourly rate than
does “capive” empoymert, sine fringe berfits a< nmirimal or non-eistert.
A populaion d workers aose who preferred to viork on higher pay tempouary
assgnmerts and povide ther own berefits. Cartract professonds are virtu-
ally a subcuiure. Although mayy are indeganden contractors to clents, the
majority work for ore d the “job stops;” a @lloquial term for suppliers d the
markets.

The stuation can be nore mmpley, aid a hird arrangemert is pcssilde: In-
stead & contracting with the <iart on wiose pemises he spcialist will
work, he or she mawork on. clent's premises & a subantractor to a brokr
who is a pime wntractor to the clent. Unlike a pb stop, who actudly em-
ploys the emporry and asgns Hm or he to a clent’s premises for vork, the
broker subontracts venit eah individud for work on the clent’s premises, ®
the indvidud is &1 indegenden contractor.

Originally consutants were hred as tempoary empoyees beau® it was
the only vay to gaff a project rapidly erough with qudified specialists. Today
many companies hire antract professonds becau® it makes béter economic
and busimess ens. Itis fa less &pensie to gaff up with tempoaries tan to
hire and train new empoyees. @ntracting impcses vitualy no dbligations on
the cient beyond pging the ontractor for providing the @ntract labor. Tem-
poraries can be hred quickly, with little pagerwork and little legal obligation,
since they are empoyees d a mntractor, not o the cient, and they can be €r-
minated eaily when he reed ends. If aémporary empoyee froves wnsdis-
factory, there are ro complications in haing that individud's services endd,
in contrast to the legal problems in dscharging a germanent empoyee for
caus®.

The skes @ programs for tmpoaries—rumbers empoyed and duation
of assgnmernts—vary widely. NASA has usd large tempoary forces,
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notaldy in ergineering and wmputer-related work, and Gerral Electric
Company (GE) empoyed large rumbers o tempowary ergineers in their
missile and sp&e programs. Whee the goject recuires lage rumbers o
tempoaries, t is mt unusud to have a héf-dozen or nore firms working to-
gether on the pemises.

Duration d assgnmerts dso varies from a few days to ®veral yeas. A
consutant may be empoyed on a indefinite kasis and be lept on for ore
project after another. At the Philadelphia-area pants d the GE nissile and
spae gstems, mayy consutant tempoaries were “tempomry” for as lorg as
five yea's, & were tempouaries d the large training certer Xerox Corporation
edalished in Leesbug, Virginia. These training technologists were dl
“hired"—placed uinde contract—as slf-emdoyed individuds or indegn
dert contractors working on he cient’s premises.

It is usudly not by desgn that these assgnmerts lest s0 long. Frequertly
the assgnmert starts & a elatively stort-term ore, but @ contracts mome in
and the @nsutants ae asked to reman. This can continue indefnitely, the
client always acting on he reasonable assumjpion thet tie reed is empoary.
(The word temporary thus beomes a fexible term:)

The pactice d bringing in whole gaffs o sn=cialists, wheher cdled con-
sultants, ontract labor, professond tempora:2s, on-sie @ntractors, or ©n-
tract labor, has beome widespead in . may sectors—mapr governmert
contracts, mmmercial or nongovernmen-irndugry, and the gvernmert itself.
Many federal institutions and fecilities ae daffed and operated by such per-
sonrel, esgcially by agendes do.mw 1echnical work—NASA, EPA, and DOD,
for example—but rot exclusively. 2. The Air Force mntracted with private in
dusgry to manage and operaie a varehouse whee it stores echnical docu-
merts. The Postal Service Training and Developmert Ingitute contracted
with a pivate firm 1o adninister its crrespondene wurses in Norman,
Oklahoma. The Ge#ral Services Administration hired a pivate firm to un a
chain of stores x2liing persond computers to gvernment buyers. The NASA
Scientific and t=chnical Information Facility in Maryland is gaffed and run
by a ntractor. There ae may governmert owned, contractor operated
(GOCO) oontracts, whee it is more epedient or efficient to contract out
managenern and operation d a governmert facility.

Clients who hire mnsuting specialists & @ntract professonds have the
common problem d needing a empoary force d specialists, usudly to saff
a special project. But some clients hare nore classicd problems; problems that
are olved by a gaff of specialists—onsutants. A computer division o
Sperry Corporation had soh a poblem, haing buit a cusom-desgned com-
puter for the U.S. Nwvy. The Navy rejected the ugr manuas and demaded an
acceptabde set of manuds. The mmpany contracted for a aew of technical
pulications spcialists to &sig their puldications saff in making the maau-
als acceptabe to the cusomer.

The rumber of computer consutants is gill growing, dong with the rum-
ber of computer owners and mmputer technologies. When BM entered the
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deskop-mmputer market, its IBM PC cuickly became a daninant desgn in-
fluene, and the enire indusry began a mapid conversion to the poduction o
IBM lookalikes, adertised loudly as “IBM compaible,” or “IBM clones”
But IBM and the reg of the indusry wert from the oiiginal PC to eer-faster
and nore phisticated systems © rapidly that the oiiginal PC beeame a $one
Age computer aimost overnight. The wiverse d possilde configurations irto
systems is ® grea that even eperts car't keep up wth dl of it, but mus
choose an area in whch to specialize.

Sometimes he cient has a poblem © highly specialized that solving it re-
quires finding the light consutant. Orne d my clients had eed o a specialist
in Tempes and EMP-hardering technology, areas @ncerned with daa scu-
rity and g/stem suvival unde nuclear attack. There ae mawy ergineering
people who know a gea ded abaut thes technologies, but his case required
precise mmpliance with highly deailed and phisticated military technical
specifications. Esteric although this subjet is, there is eomugh demad to
keep an expert in the subjet quite buy advisirg electronic-canipanies, &en
the laged ones, abat this. They managed to find ore sich expert who turned
in an excellent performance, but here ae pobady nov a haf dozen ohers
quite as knowledgeabe abaut this specialized lore.

A few yeas @go NASA commissioned a \ereratlle Japaiese séertist to
write a dehitive work on eledial mechanics b«cau® he vas mnsidered to
be the world’s leadng autority in the suriel, and he vas © well along in
yeas that NASA feaed the loss d his yea knowledge if he dd ot soon
record it.

There ae mayy consuting specialties that are ot in common suply. My
own specialty is ore d thes. lvarite, lecture, and @wnsut on maketing gernt
erally, but esgcially on governinent marketing. Clients cdl on me dten to
help hem write popacsas,; uie key to governmert contracts. There ae rot a
gred many consutants. with an impressve track record of writing winning
propcsds—good popaed writers mus be sught out—but the skll is not o
highly specializex tiet the wlented proposd writer is a are and much sought-
after expert. But everything changes. One there was only a elaive handful
of propcsd consutants. But that is changing rapidly as a esut of high-tech
developmerts and the Internet, which have led to an increase in the rumber of
propcsd consutants.

During the 1930s, iere were @mnsutants known as “efficiency experts”
They claimed an ablity to raise operating efficiency and reduce asts in @m-
panies. Busiressgople siccumbed to the ure d relieving some d the eo-
nomic pressue d those had times, ® more than a few companies braight
teams d efficiengy experts aboad to work their magic.

How good were they? It's had to sy becau® they ran into a buzz sa of
opposition from empoyees and labor wmions, may of the later struggling
then to esalish and judify their very existence. They understandally saw
efficiengy experts @ the ey determined to eiminate jobs. (That has rot
changed a gea ded!) Efficiency experts vanished into history or, more accu-
rately, evolved into industrial engineers and methods eigineers.
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THE CONSULTANT ORGANIZATION

There ae & least two distinct types d consuting organizations, &though
there ae the irevitale hybrids. Ore is he suplier of technical /professond
temposaries. The oher is the onsuting organization that undertakes a poj-
ect, gererally unde a ontract, with a defned end-poduct or srvice to be de
livered, and with work dore nost often on he @nsuting organization's own
site, but f necessay on the cient’s site or on bol sites.

The Job Shop or Supplier of Temporaries

Typicdly, the pb stop mug subnit a bd for exh contract to supply on-site
consutants. In most cases, he jpb stop dfers resunes d those who are their
potertial emgdoyees, to be emnipyed by the jpb shop only & lorg as the job
shop ha a clent to sand hem to ad bil for their services. "Empoymert by a
job shop is a echnicality and wmincides &actly with assgimert to a clent.

Normaly, clients do mt simpy order a rumber of anoriymous warm bodes,
but review resunes d available individuds and dter irterview the candidates
as well.

Typicdly, the jpb stop quotes @nsutants r classes, &king the sane rate
for each person in a gven clas, dthough ot necessaily paying eah person
in a gven clas he sane rate. (Beginna's-in this kind of work almost always
sign up too bieapy, but they soon i<¢a'wha to demad.) Finge berfits ae
scant, if they exist, consiging o a few paid days df and perhaps a goup hos-
pitalization dan. And the emfavee dten quaifies for pad days df only after
empoymert for six months cr a ga, which is far from certain in that work.
(Most “job sloppers” chage empoyers frequertly, as contracts end ad rew
opportunities aise.)

This arrangemei® permits the job stops to ogerate & minimal overhead an
absolute recessiy ir suvival in that field. Typica overhead ates ae abat
35 to 40 ercen; which mug cover insurance, taxes, miscellaneous ®sts, and
profit. However, when he job stop is foitunate emugh to hire on ®me well-
qudified beginners, they may ean consderally more than their usua profit
on those indviduds.

There ae mawy hardy individuds who savor the frequert changes d jobs
and locdes, he financial berefits d job shopping, and the many vacations
they are albe to take bdween asgnmerts 9 they make a caeer of such work,
eaning a least hdf again as muwch as they would on séary, and in mayy ceses
consderaldy more than that. There ae dso some indviduds who choose that
mode d working becau® they are inalle to dotain jobs on he regular payrall
of a cmmpany, either becaus they are too dd or can't pass a nedical examina-
tion. dbb slopping is dso a boon for pople who are retired but gill active,
alert, capake of a full day’s work every day, and eaer to have a ®cond
career.

Although there ae mawy hardy perenrials in the field, there ae a ged
many who turn to tha mode d working for a slort while, atracted by the



12 = What Does (Should) a Consultant Do?

money or nalde tempoerily to find a pb. Many tire d the wcertainty and
the mngant moving abaut necessay to work steadly in that field. Seasoned
by the experience d a few assgnmerts, they move on to verk they find more
saisfactory as empoyees or & indegnden contractors. It is rot a all uncom-
mon for job stoppers to be dfered permanent empoymert by clients. All of
this resuts in a $eady trnover in the field, maing it relatively eay to break
into it as a taining ground, or a $arting poirt in a caeer.

W2 CONSULTANTS VERSUS 1099 CONSULTANTS

The dstinction baween the indvidud on an ageng/’s payroll but assigned to
work for the ajeng/’s client and the indvidud contracting directly with a
client or with a pime cntractor is d-awn by idertifying the first one & a W2
consutant, and the cond ore @& a 1099 ensutant. The W2 ishe IRS fom
kept by the emjoyer and furnished to the emjoyee & the cnd 6the yea as
an accounting of relevant taxes (wihholding and HCA) peid 0 IRS. The 1099
is a fom the cient mug furnish to a ontractor stowirig the noney pad du-
ing the yea to that contractor.

THE CONSULTANT COMPANY

Many people do ot consder job stops t¢ be tue @nsuting omanizations ror
contract professonds to be tue @nsutants. But that is pat of the dfficulty
in defining consuting. For examrie, anong the many procuremert caegories
the gvernment empoys to.clasfy and omanize its puchasing, there is
H: CONSULTANT AN D EXPERT SERVICES. One might expect that any-
thing listed hee woula-be ©nsuting without quegion. Among the rvices
requesged hae ae.wa edate appraisds, computer software programming,
technical writing, suveys, and other chores ha we may not mormaly con-
ceive d as mnsuting.

On the oher hand, there ae a gea many services firms dfering manage-
mert consuting, among other services, beaus that term apeas to enom-
pass and include vitualy any kind dof service a busiess or ay other kind of
organization might need.

Prominert among thes ae the mapr accounting firms. Accounting firms
aparertly find it expedient—perhaps eaier than others do—to mée the
transition to managemert consuting and cndwct major operations inde that
busiress urbrella.

It is not only accountants who find that a uful transition. Emineering
firms, sich as Booz Allen and Hamilton, hae dso migrated into managemnert
consuting, as hare firms in training developmert, pulbic relations, ad other
specialized busires®s. Nr is it only esalished companies who make sich
transitions. hdividuds lawnch their independen consuting practices fom a
base d experience in ©me gven indusry becaus the poertial for practicing
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as a ounselor or @nsutant in any of today’s many specialized fields is &
most unlimited. Although swch practitioners do mt list thenselves inde a
main headng of “consuting” as their basic caegory, they make it clea that
they offer consuting services, whaever their listing. (See the list offered
later in this chaper.)

HYBRIDS

There are two basic types d consuting, which may be d the etremes,classic
consuting, recognized even ty the puists, and a ®cond type, which qudifies
as onsuting only dubously. But the world is rot Hack and white, and a gea
many consutants and wnsuting firms fdl between hee etremes haing a
least some characteristics d each.

There is a dstinct differenee bdween suplying techinical /professond
tempoaries and carying out projects on he clent’s premses. h providing
technical /professond tempoaries, he govider is ®liing hours o profes
siond effort, normaly at a per-hour rate. The suplier is ddligated only to
suply qualified personrel, as agreed to and mntracied for, and dees mt incur
responsildity for swccess @ the poject. It isi:0 to he cient to meke bes use
of this labor—to maage the efort and ni<-reople. It is the clent who is re-
sponsilte for the resut and who mug -3 for every hour worked by the &m
poraries, egardless d resut, just @s wiih internd, direct empgoyees. On ke
other hand, the cient may summerily terminate the ®rvices d the suplying
firm or d any individud suptied. In contracting to cary out a poject, how-
ever, regardless @& where itis to be doa, the ontractor mug assune respon
sibility for the end-esut, wnich means dso for the managemert of the gaff,
regardless & where tey do their work. It's a aitical difference.

Some firms whz-specialize in suplying professond tempouries dso have
in-house capa'nties for gaffing, managing, and carying out projects on
their own premices. Bit many of the firms whose man erterprise is hadling
projects in-louse ae eqally willing to cary out projects on he clent’s
premises or to suply professond tempoaries, ® that distinctions béween
the wo tend to dsapea.

THE CONSULTANT AS A SELF-EMPLOYED, INDEPENDENT

The indvidud independen consutant—the indegnden contractor—mus be
aware d the various oganizations aailable, the makets for srvices, ad the
distinctions in dligations. As a émpoary, you are responsike for bes ef-
forts, @& drected. As a indeenden contractor, no mater where you work,
you mug be poject-oriented and manage your project.

Whether you work mostly on clients premises or in pur own office de
pends ontie kind of service you provide, he ndure d your clients and their
needs, and your own choices. If you counsel individuds in persond matters, it
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is likely that you will have to arange to neet them in your own offices for &
least two reasons: Ore is hat in that situation fees ae gererally by the tour,
usudly running to only a hour or two per consutation and by appointmert.
Tha means that you mug see sveral clients a dg, making it impractical to
cadl on clients. Another is that it is usudly necessay to have a ontrolled en
vironment—privacy and cuiet, for example—something doften dfficult to
achieve in a clent’s space. And in & least some caes, yYou will need direct ac-
cess to ertain resources on pur premses, seh as a omputer, a library, or
files.

On the oher hand, if you serve oiganizations and the ndure d your work is
sweh that most of your assgnmerts last at least several days and ae biled by
the dg, you may work largely and perhaps erirely on he clents premises.

However, consuting is a cutom service and therefore mug be filored to
each assgnmert. Even when deléng with large oganizations, clents my
visit you and work with you on your premises. h fact, except ier preserting
seminars, it is rarely that | do rot cary out & least part of my-consuting proj-
ects in my own dffice.

This dees ot necessaily mean tha you mug rert.orfices in a dantown
location or in an dfice bulding. Although | dd iug tnat for some yeas, |
sulsequertly discovered that even mapr compdaiies who were ny clients
were rot concerned to find that my offices wxe-in ny home, and they were
ertirely willing to cdl on me and work with e there. (In fact, many apre-
ciated the wiglom of minimizing overinzeua osts by working from an dffice
at home.)

Overhead eduction and other bairiits d working from an dfice & home
are dovious. However, you mug. cecide for yourself whether it is a degialde
alternative for you—whether you hare sutale facilities for an office a
home, wheher it is aprcoviaie to your practice, and wheher there ae loca
ordinances hat you mua consider.

FIELDS AND SERVICES SUITABLE FOR CONSULTING

Anyone who erters into indenden consuting gets an education: My awvn
ealy experience in peserting ssminars reflected the @mmon goblem o
underegimating the value d what we dfer.

The “Graduate” Course Seminar

We dl have a Endeng to sssune that wha we aurselves know well is common
knowledge. The first time | condicted a €minar on writing proposds for gov-
ernmert contracts, | assuned thet it would be a vaste d time to each the di-
merts and sich coverage would rot atract registrants. | thus panned to focus
my presertation on he gand drategies tat distinguish the gea proposds
and brush hurriedly by the lasics that | assuned were common knowledge to
everyone with an intered in proposds and maketing to the governmert. | even



Fields and Services Suitable for Consulting = 15

stipulated in my adwertising that | offered a “gradude” course, rot a all suit-
alle for beginners in poposd writing.

To my surprise, a g@rerous potion d the 54 étendes wlo registered for
that first sesson proved to be bginners, lured by my promises to eved a
number of inside ips, techniques, ad drategies | had leened or dereloped
over the yeas. (In fact, the cautonay note that it was rot for baginners
proved to be nore an atraction than anything else, and unndaubtedly was &
least partially responsike for the exttraodinary resuts | ¢ot from the uncer-
tain groping of my first seminar verture.) But there were dso a few experi-
enced people, including two senior executives wilo were in the pocess 6
forming a rew division d their large crporation. They had ome to he £mi-
nar to se if they could pick up a éw useful idess.

Until | condwcted that sesson, | had dabts that | could reved erough little-
known information to jugify the st and the full day’s time sgert by each a-
tendee. (I seriously inderpriced that first ssminar becaus & this fear.) | was
amazed to dscover that even ®nor, experienced pecipe were wmavare o
many basic facts that | thought to be giite fundamena’ a'id even dovious abait
propcsd writing, facts that | would hare expectec s2nior executives to kiow
as well as | knew them. (Later, | had he saisfacticrid having a £nior execu-
tive d one large company bring groups froni s gaff to two siccessve £s
sions d my presrtation, remaking tha he faind jug one d the dea |
imparted to be vorth the enire dg/’s set.in ddlars and time.)

Let the Client Choose the Services

We md&ke the mistake too«dten d trying to deide for aurselves wha our
clients reed and want, when ve stould be “asking” the clents. That is, we
should be eperimeriing y offering services and wncertrating on listening
and doserving clier reactions, to @scover wha works bes in saisfying them.

| was supriced v the reaction to ny first seminar’s coverage d cost egi-
mating—thos?2 wst analyses and preserntations equired in most proposds. |
had oiginally planned to do Ittle more than mertion thes briefly. To my
amazenert, tha portion d my preserntation proved to be oe d the geaed
“hits” Even nior people, | found, tend to be amewhat confused and uncer-
tain abaut direct and indirect costs, overhead, other direct, and may other
basic st elenernts and onecepts, le aone the nore esteric jargon and @n-
cepts sich as G&A and expen® pools. | had oiginally thought that even ff
the atendees dd know something of the subjet, they would be inensly
bored by it.

This experience ha been repeaed in dmost every seminar | have on-
ducted, and | am dways suprised by it. Aside from ny difficult-to-shel feel-
ing that accounting is a boing subjet to most people, | an dways suprised
that experienced proposd writers have @ little understanding of and interest
in wha costs ae, tow they are gererated, how they proliferate, tow they are
classified, what they redly mean, and how they mug be adyzed and pe-
serted. Many yeas ggo when | frst became involved in propcsd writing, |
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was rot contert to surende the acounting pottion o the poposd effort to
accountants. | decided that costs were too grious a méter to be lef to the a-
countants! | would work out the @sts and let the acountants review them. |
insisted that | would rot subnit (and be esponsite for the sucess 6) a po-
posd until and wnless | grsondly approved of everything in the poposd.

It's a common aror to assune that our peers know exactly what we know.
Not s0: You can probaly sell your services to yur technical /professond
peers too, one you learn in wha areas they most need help or wha special
knowledge or sklls you have in your field that is helpful but rot widely known
or available in your professon.

Following is a Ist of just a few of the many fields/areas in which consuting
services ae dfered. Bven thes ae nostly gereralized items, with various
specializations in eah. Sudy this list. You may find yourself qualified to
consut in more than ore field!

Even thex desciptors ae dten too greral. One scurity consutant, for
example, mg be a spcialist in security devices—Iacks,2arins, larriers,
sdes, suveillance ealipmert, and other swch items, whiie another is a sg-
cialist in guard forces, péarolling, background checking -and other security
measures lased on drect human suveillance, aad. ‘€iil another in computer
communications curity. Most categories hae suhceegories. Caeer and vo-
cationd counselors, for xample, mgy easily st<cidlize in d least a hdf-dozen
aress. There ae may kinds d engineers---2vil, congruction, mechanical,
electrical, electronic, stress, ad industia), and thee ae dl subdvided into
many narrower specialties. Desgneis likewise fit into dl kinds d cate-
gories—pakage desjners, lighting desgners, peserntation desjners—as do
most of the specialists listed hae. in fact it is a @are field todg that will not
supoort a well-experienced srecialist as a @nsutant in that field:

Accounting Computer adviory services
Administraticn Convertion, mnference, neeting
Advertising planning/arrangemen
Agriculture/farming Data pocessimy

Arbitration Despn

Audiovisud presertations Drug and dcohol abuse
Auditing Editorial services

Automation Educationd counselors

Aviation Engineering, gereral

Busiress Executive ach

Business witing

Career and vocationd counseling
Communications

Club mahagenment

Financial management
Food pepaation
Gardering
Grantsmanship
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Hotel managemert
Human resources
Indudrial engineering
Indugrial methods
Insuance

Labor rlations

Lighting, interior/exterior
Management

Marketing

Municipal services
Organizationd development
Payroll managenen
Persond security

Public relations

Publishing

Recredion pogram counselors
Redaurant management
Sdety

Sdes pomotion

Strategic planning

Taxes

Training

Transpotation

Weddings and scial affairs
Word processimg-services
Writing services



