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Preface

Consulting, as a career, has been one of the major beneficiaries of our explo-
sively expanding high technology. The mainframe computer was responsible
for creating a great many computer consultants, for example. Then the per-
sonal computer came along and multipl ied the number of independent com-
puter consultants many times over. Then came the Internet and Web sites, and
that spawned a great many new consulting specialties.

Consultants who rely on high-tech skil ls and knowledge are among the
most rapidly prol iferating types and classes of consultants, but they are not
the only ones for whom consulting has become a career. We have consultants
today in every f ield—wedding consultants, dress consultants, telephone sol ic-
i tation consultants, even automobile parking consultants! Whatever the need
or problem, there is probably a consultant expert who can help.

Through years on CompuServe and now through several years on the Inter-
net, I have been in constant and continuous communication with a great many
consultants. Some are highly experienced old-timers, some are relatively new
to the field, and some are either just embarking on a consulting career or
preparing to do so. The words of one man who is employed as an internal con-
sultant by his firm were especial ly rewarding. He reported that he did not as-
pire to launch his own, independent consulting venture, but he found certain
principles enunciated in our Internet conversations and in some of his reading
“ made the lights go on” for him and were “l iberating eye openers.” These are
some of the specif ic ideas he found to be so il luminating:

■ Consulting is not itself a profession, rather it is how one practices a
profession.

■ Consultants need to market their services proactively as a planned part
of their business and not as an af terthought.

■ The client’s perception is what defines the “truth” or real i ty of a con-
sulting situation.

■ Consultants need to make a prof it in addition to making a living, that is,
there should be something left over af ter paying themselves a salary.
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x ■ Preface

■ A consultant must be a special ist and a general ist at the same time.

■ A proposal is a sales presentation. (Too of ten we write proposals as dis-
plays of erudite technical knowledge or prof iciency in clever phrasings.)

I learned and I continue to learn more and more about consulting from
other experienced practitioners. I have incorporated input from real l ive, prac-
ticing consultants whose comments reflect practical experience, rather than
theory. I also learned of the problems independent consultants are encounter-
ing, and what help is needed to cope with these new problems in a changing
world.

A NEEDED RESPONSE TO GREAT CHANGES

With al l respect to Ben Frankl in and his observation about the inevitabil i ty of
death and taxes, I must point out that he neglected to mention another thing
that is inevitable in this world: Change. Change is inevitable, it is constant,
and it is, in the broad view, beneficial, although the immediate effects may not
appear so. Many things about consulting have remained the same over the
years, but much has changed. In this book, I wil l strive to reinforce that which
is constant, but I wil l also focus attention on the signif icant changes that must
be recognized and taken into account to continue succeeding as an indepen-
dent consultant.

Some of the changes are minor and of only minor importance, while others
are of great importance, and critical to one’s success as a consultant. Profes-
sional practices and other businesses of ten fail because they become obsolete:
Their principals fail to change when change is necessary. An old dog can learn
new tricks, and of ten must do so to survive. We wil l look at independent con-
sulting today, with al l i ts opportunities and problems, some of them no dif fer-
ent than they were yesterday and others total ly new and dif ferent.

THE PERIPHERAL REQUIREMENTS OF 
TODAY’S BUSINESS

In our complex society, we must al l be covered by insurance, especial ly hos-
pital ization and general medical coverage. Few of us can handle the costs of
today’s routine medical costs, let alone the costs of medical emergencies,
without insurance coverage. Large corporations can get group coverage
without great dif f iculty; independents of ten have a problem in doing so. In
this book, we wil l consider insurance and of fer some ideas on how to obtain
coverage.

Credit is also a problem for independents. Clients expect to be bil led for
services, even if they furnish a retainer to initiate a project. For small proj-
ects, they may want to pay with plastic—any of the popular credit cards. But
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Preface ■ xi

credit card issuers—banks and others—do not welcome independent consul-
tants, especial ly those who are home-based. This, too, is a problem we wil l
address.

THE IRS VERSUS THE ON-SITE SUBCONTRACTOR

One of the problems facing consultants who undertake to function as indepen-
dent contractors working on clients’ premises, under subcontracts to brokers,
is the atti tude of the IRS: The IRS has questioned the contractor status
claimed by independent consultants who work on the client’s premises and on
long-term contracts. On the other hand, many consultants, those employed in
large organizations and those functioning as independent consultants, work on
their own premises or on both the client’s and their own premises, usually
under contract to do a specif ic job, rather than under an indefinite-term agree-
ment to work for the client. Some independent consultants have short-term as-
signments because of the nature of the work, but many consultants have
long-term contracts and assignments. Thus, the IRS’ position can be a serious
problem, and it wil l be discussed in these pages, with suggestions for over-
coming it.

THE PLIGHT OF TODAY’S RETIREES

Early retirement and second careers have been an increasing trend influenced
by the great increase in retirement plans and employees’ vested interests in
such plans. There are also a signif icant number of mil i tary retirees, the major-
ity of whom retire at relatively early ages. With the pressure of high costs of
l iving today added to the natural energy and vigor of men and women who re-
tire early, many launch second careers, and consulting is a popular option.

THE TECHNOLOGY EXPLOSION

The technological revolution has greatly amplif ied your capabil i ties for ex-
panding your prof it-making services and your resources for satisfying clients’
needs. The computer age is many decades old, but the era of the desktop com-
puter is barely a decade old. It was explosively revolutionary, even more so
than its predecessor the mainframe computer age, reaching swif tly into every
corner of our lives and changing the way we do many things. The desktop com-
puters of 1988, for example, are primitive, compared to the personal computer
today. Portable computers are more and more popular, so that even away from
one’s of f ice, whether in one’s automobile, an airplane, or a hotel room, al l
computer services and facil i ties are at hand. With the widespread use of
modems, computer owners have ready access to other computers and publ ic
databases—information services.
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xii ■ Preface

You can’t be a consultant today without using a computer. The facsimile
machine (fax) has become almost as popular and common as the telephone.
Cellular telephones enable an increasing number of private individuals, as well
as consultants and other businesspeople to be in touch with their of f ices and
their clients wherever they are.

THE NEED FOR ENHANCED MARKETING

In these times of general business slowdown and increasing competition, mar-
keting becomes a more critical need than ever. We have given it more atten-
tion here than previously, with discussions of and suggestions for more
eff icient promotional schemes and materials. We’l l of fer additional and new
insights into methods for marketing your services successfully. A large part of
this book wil l focus sharply on specif ic marketing ideas and methods to con-
sider and use, for those are the true ingredients of your success as an indepen-
dent consultant.

These are al l matters to be addressed in these pages, along with many other
new developments and current conditions. The book is organized for your con-
venience in finding specif ic coverage and, more important, specif ic help for
the solution of problems and exploitation of opportunities to expand and in-
crease your success.

HERMAN HOLTZ

Wheaton, Maryland
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1
What Does (Should) a

Consultant Do?

Better be proficient in one art than a smatterer in a
hundred.

—Japanese proverb

There is nothing about the services provided by typical consultants that distin-
guishes them from other contracted-for services, such as those provided by an
interior decorator, image counselor, or financial advisor. The dif ferences be-
tween these special ists and consultants who provide similar services are prin-
cipally in the ti tles and connotation of the word consultant. In this chapter
we’l l brief ly review the ti tles and have a look at some of the most active fields
for consulting and at several aspects of the consulting industry, especial ly as
it pertains to independent consultants. (Counseling and advisory services are
of ten fields where practitioners do not use the word consulting.)

Independent consultants are of ten independent contractors, but many con-
sultants are special ists who work as temporary employees of service firms
who assign them to work on a client’s premises to augment the client’s staf f.
High-tech consultants predominate among those employed in this way. Collo-
quial ly, they are referred to as “job shoppers,” but are more formally referred
to as “contract professionals.” That kind of employment blossomed in staf f ing
government contracts with skil led people during the Cold War and the high-
tech arms race. Probably the most numerous class of contract professionals
were and are the computer special ists.

COMPUTERS AND DATA PROCESSING

The desktop computer is now as common as the electric typewriter. Main-
frame computers spawned many consultants and consulting specialties.
Their number swelled rapidly, many independent, others building consulting

1
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8 ■ What Does (Should) a Consultant Do?

companies. There were programmers, systems analysts, designers, engineers,
technicians, writers, computer operators, and others identif ied by various de-
grees of experience and qual if ications. Special ization was forced on consul-
tants by the rapid growth of diverse new technologies.

The accelerating use of the personal /desktop computer and other appl ica-
tions were made possible by the development of new computer chips. Despite
a decline in defense contracts and in the manufacture, sale, and use of main-
frame computers, the growth in numbers of computer consultants continued,
as did the use of contract professionals in general.

THE RISE OF THE PERMANENT TEMPORARY

The term temporary originally referred to of f ice workers who were a conve-
nience for employers with temporary needs for extra help. Temporary agen-
cies were a boon to women who didn’t want or couldn’t f ind full-t ime jobs.
They soon began to place engineers, writers, il lustrators, and others who
sought temporary jobs. “Temp” jobs normally pay a higher hourly rate than
does “captive” employment, since fringe benefits are minimal or non-existent.
A population of workers arose who preferred to work on higher pay temporary
assignments and provide their own benefits. Contract professionals are virtu-
al ly a subculture. Although many are independent contractors to clients, the
majority work for one of the “job shops,” a colloquial term for suppl iers of the
markets.

The situation can be more complex, and a third arrangement is possible: In-
stead of contracting with the client on whose premises the special ist wil l
work, he or she may work on client’s premises as a subcontractor to a broker
who is a prime contractor to the client. Unlike a job shop, who actually em-
ploys the temporary and assigns him or her to a client’s premises for work, the
broker subcontracts with each individual for work on the client’s premises, so
the individual is an independent contractor.

Originally consultants were hired as temporary employees because it was
the only way to staf f a project rapidly enough with qual if ied special ists. Today
many companies hire contract professionals because it makes better economic
and business sense. It is far less expensive to staf f up with temporaries than to
hire and train new employees. Contracting imposes virtually no obl igations on
the client beyond paying the contractor for providing the contract labor. Tem-
poraries can be hired quickly, with li ttle paperwork and li ttle legal obl igation,
since they are employees of a contractor, not of the client, and they can be ter-
minated easily when the need ends. If a temporary employee proves unsatis-
factory, there are no complications in having that individual’s services ended,
in contrast to the legal problems in discharging a permanent employee for
cause.

The sizes of programs for temporaries—numbers employed and duration
of assignments—vary widely. NASA has used large temporary forces, 

htt
p:/

/w
ww.pb

oo
ks

ho
p.c

om



The Rise of the Permanent Temporary ■ 9

notably in engineering and computer-related work, and General Electric
Company (GE) employed large numbers of temporary engineers in their
missile and space programs. Where the project requires large numbers of
temporaries, it is not unusual to have a hal f-dozen or more firms working to-
gether on the premises.

Duration of assignments also varies from a few days to several years. A
consultant may be employed on an indefinite basis and be kept on for one
project af ter another. At the Philadelphia-area plants of the GE missile and
space systems, many consultant temporaries were “temporary” for as long as
f ive years, as were temporaries at the large training center Xerox Corporation
establ ished in Leesburg, Virginia. These training technologists were al l
“ hired”—placed under contract—as self-employed individuals or indepen-
dent contractors working on the client’s premises.

It is usually not by design that these assignments last so long. Frequently
the assignment starts as a relatively short-term one, but new contracts come in
and the consultants are asked to remain. This can continue indefinitely, the
client always acting on the reasonable assumption that the need is temporary.
(The word temporary thus becomes a flexible term.)

The practice of bringing in whole staf fs of special ists, whether called con-
sultants, contract labor, professional temporaries, on-site contractors, or con-
tract labor, has become widespread in many sectors—major government
contracts, commercial or nongovernment industry, and the government itself.
Many federal institutions and facil i ties are staf fed and operated by such per-
sonnel, especial ly by agencies doing technical work—NASA, EPA, and DOD,
for example—but not exclusively so. The Air Force contracted with private in-
dustry to manage and operate a warehouse where it stores technical docu-
ments. The Postal Service Training and Development Institute contracted
with a private firm to administer its correspondence courses in Norman,
Oklahoma. The General Services Administration hired a private firm to run a
chain of stores sell ing personal computers to government buyers. The NASA
Scientif ic and Technical Information Facil i ty in Maryland is staf fed and run
by a contractor. There are many government owned, contractor operated
(GOCO) contracts, where it is more expedient or eff icient to contract out
management and operation of a government facil i ty.

Clients who hire consulting special ists as contract professionals have the
common problem of needing a temporary force of special ists, usually to staf f
a special project. But some clients have more classical problems; problems that
are solved by a staf f of special ists—consultants. A computer division of
Sperry Corporation had such a problem, having built a custom-designed com-
puter for the U.S. Navy. The Navy rejected the user manuals and demanded an
acceptable set of manuals. The company contracted for a crew of technical
publ ications special ists to assist their publ ications staf f in making the manu-
als acceptable to the customer.

The number of computer consultants is stil l growing, along with the num-
ber of computer owners and computer technologies. When IBM entered the
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10 ■ What Does (Should) a Consultant Do?

desktop-computer market, its IBM PC quickly became a dominant design in-
f luence, and the entire industry began a rapid conversion to the production of
IBM lookal ikes, advertised loudly as “IBM compatible,” or “ IBM clones.”
But IBM and the rest of the industry went from the original PC to ever-faster
and more sophisticated systems so rapidly that the original PC became a Stone
Age computer almost overnight. The universe of possible configurations into
systems is so great that even experts can’t keep up with al l of i t, but must
choose an area in which to special ize.

Sometimes the client has a problem so highly special ized that solving it re-
quires finding the right consultant. One of my clients had need of a special ist
in Tempest and EMP-hardening technology, areas concerned with data secu-
rity and system survival under nuclear attack. There are many engineering
people who know a great deal about these technologies, but this case required
precise compliance with highly detailed and sophisticated mil i tary technical
specif ications. Esoteric although this subject is, there is enough demand to
keep an expert in the subject quite busy advising electronic companies, even
the largest ones, about this. They managed to find one such expert who turned
in an excellent performance, but there are probably not a hal f dozen others
quite as knowledgeable about this special ized lore.

A few years ago NASA commissioned a venerable Japanese scientist to
write a definitive work on celestial mechanics because he was considered to
be the world’s leading authority in the subject, and he was so well along in
years that NASA feared the loss of his great knowledge if he did not soon
record it.

There are many consulting specialties that are not in common supply. My
own specialty is one of these. I write, lecture, and consult on marketing gen-
erally, but especial ly on government marketing. Clients call on me of ten to
help them write proposals, the key to government contracts. There are not a
great many consultants with an impressive track record of writing winning
proposals—good proposal writers must be sought out—but the skil l is not so
highly special ized that the talented proposal writer is a rare and much sought-
af ter expert. But everything changes. Once there was only a relative handful
of proposal consultants. But that is changing rapidly as a result of high-tech
developments and the Internet, which have led to an increase in the number of
proposal consultants.

During the 1930s, there were consultants known as “eff iciency experts.”
They claimed an abil i ty to raise operating eff iciency and reduce costs in com-
panies. Businesspeople succumbed to the lure of relieving some of the eco-
nomic pressure of those hard times, so more than a few companies brought
teams of eff iciency experts aboard to work their magic.

How good were they? It’s hard to say because they ran into a buzz saw of
opposition from employees and labor unions, many of the latter struggling
then to establ ish and justify their very existence. They understandably saw
eff iciency experts as the enemy determined to eliminate jobs. (That has not
changed a great deal!) Ef f iciency experts vanished into history or, more accu-
rately, evolved into industrial engineers and methods engineers.
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The Consultant Organization ■ 11

THE CONSULTANT ORGANIZATION

There are at least two distinct types of consulting organizations, although
there are the inevitable hybrids. One is the suppl ier of technical /professional
temporaries. The other is the consulting organization that undertakes a proj-
ect, generally under a contract, with a defined end-product or service to be de-
l ivered, and with work done most of ten on the consulting organization’s own
site, but if necessary on the client’s site or on both sites.

The Job Shop or Supplier of Temporaries

Typically, the job shop must submit a bid for each contract to supply on-site
consultants. In most cases, the job shop of fers resumes of those who are their
potential employees, to be employed by the job shop only as long as the job
shop has a client to send them to and bil l for their services. Employment by a
job shop is a technical i ty and coincides exactly wi th assignment to a client.

Normally, clients do not simply order a number of anonymous warm bodies,
but review resumes of available individuals and of ten interview the candidates
as well.

Typically, the job shop quotes consultants by classes, asking the same rate
for each person in a given class, although not necessarily paying each person
in a given class the same rate. (Beginners in this kind of work almost always
sign up too cheaply, but they soon learn what to demand.) Fringe benefits are
scant, if they exist, consisting of a few paid days of f and perhaps a group hos-
pital ization plan. And the employee of ten qual if ies for paid days of f only af ter
employment for six months or a year, which is far from certain in that work.
(Most “ job shoppers” change employers frequently, as contracts end and new
opportunities arise.)

This arrangement permits the job shops to operate at minimal overhead, an
absolute necessity for survival in that f ield. Typical overhead rates are about
35 to 40 percent, which must cover insurance, taxes, miscellaneous costs, and
prof it. However, when the job shop is fortunate enough to hire on some well-
qual if ied beginners, they may earn considerably more than their usual prof it
on those individuals.

There are many hardy individuals who savor the frequent changes of jobs
and locales, the financial benefits of job shopping, and the many vacations
they are able to take between assignments so they make a career of such work,
earning at least hal f again as much as they would on salary, and in many cases
considerably more than that. There are also some individuals who choose that
mode of working because they are unable to obtain jobs on the regular payroll
of a company, either because they are too old or can’t pass a medical examina-
tion. Job shopping is also a boon for people who are retired but stil l active,
alert, capable of a full day’s work every day, and eager to have a second
career.

Although there are many hardy perennials in the field, there are a great
many who turn to that mode of working for a short while, attracted by the
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12 ■ What Does (Should) a Consultant Do?

money or unable temporarily to find a job. Many tire of the uncertainty and
the constant moving about necessary to work steadily in that f ield. Seasoned
by the experience of a few assignments, they move on to work they f ind more
satisfactory as employees or as independent contractors. It is not at al l uncom-
mon for job shoppers to be of fered permanent employment by clients. All of
this results in a steady turnover in the field, making it relatively easy to break
into it as a training ground, or a starting point in a career.

W2 CONSULTANTS VERSUS 1099 CONSULTANTS

The distinction between the individual on an agency’s payroll but assigned to
work for the agency’s client and the individual contracting directly wi th a
client or with a prime contractor is drawn by identifying the first one as a W2
consultant, and the second one as a 1099 consultant. The W2 is the IRS form
kept by the employer and furnished to the employee at the end of the year as
an accounting of relevant taxes (withholding and FICA) paid to IRS. The 1099
is a form the client must furnish to a contractor showing the money paid dur-
ing the year to that contractor.

THE CONSULTANT COMPANY

Many people do not consider job shops to be true consulting organizations nor
contract professionals to be true consultants. But that is part of the dif f iculty
in defining consulting. For example, among the many procurement categories
the government employs to classify and organize its purchasing, there is 
H: CONSULTANT AN D EXPERT SERVICES. One might expect that any-
thing listed here would be consulting without question. Among the services
requested here are real estate appraisals, computer sof tware programming,
technical writing, surveys, and other chores that we may not normally con-
ceive of as consulting.

On the other hand, there are a great many services firms of fering manage-
ment consulting, among other services, because that term appears to encom-
pass and include virtually any kind of service a business or any other kind of
organization might need.

Prominent among these are the major accounting firms. Accounting firms
apparently f ind it expedient—perhaps easier than others do—to make the
transition to management consulting and conduct major operations under that
business umbrella.

It is not only accountants who find that a useful transition. Engineering
f irms, such as Booz Allen and Hamilton, have also migrated into management
consulting, as have firms in training development, publ ic relations, and other
special ized businesses. Nor is it only establ ished companies who make such
transitions. Individuals launch their independent consulting practices from a
base of experience in some given industry because the potential for practicing
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The Consultant as a Self-Employed, Independent ■ 13

as a counselor or consultant in any of today’s many special ized fields is al-
most unlimited. Although such practitioners do not list themselves under a
main heading of “consulting” as their basic category, they make it clear that
they of fer consulting services, whatever their listing. (See the list of fered
later in this chapter.)

HYBRIDS

There are two basic types of consulting, which may be at the extremes, classic
consulting, recognized even by the purists, and a second type, which qual if ies
as consulting only dubiously. But the world is not black and white, and a great
many consultants and consulting firms fal l between these extremes having at
least some characteristics of each.

There is a distinct dif ference between supplying technical /professional
temporaries and carrying out projects on the client’s premises. In providing
technical /professional temporaries, the provider is sell ing hours of profes-
sional effort, normally at a per-hour rate. The suppl ier is obl igated only to
supply qual if ied personnel, as agreed to and contracted for, and does not incur
responsibil i ty for success of the project. It is up to the client to make best use
of this labor—to manage the effort and the people. It is the client who is re-
sponsible for the result and who must pay for every hour worked by the tem-
poraries, regardless of result, just as with internal, direct employees. On the
other hand, the client may summarily terminate the services of the supplying
f irm or of any individual suppl ied. In contracting to carry out a project, how-
ever, regardless of where it is to be done, the contractor must assume respon-
sibil i ty for the end-result, which means also for the management of the staf f,
regardless of where they do their work. It’s a critical dif ference.

Some firms who special ize in supplying professional temporaries also have
in-house capabil i ties for staf f ing, managing, and carrying out projects on
their own premises. But many of the firms whose main enterprise is handl ing
projects in-house are equally wi l l ing to carry out projects on the client’s
premises or to supply professional temporaries, so that distinctions between
the two tend to disappear.

THE CONSULTANT AS A SELF-EMPLOYED, INDEPENDENT

The individual independent consultant—the independent contractor—must be
aware of the various organizations available, the markets for services, and the
distinctions in obl igations. As a temporary, you are responsible for best ef-
forts, as directed. As an independent contractor, no matter where you work,
you must be project-oriented and manage your project.

Whether you work mostly on clients’ premises or in your own of f ice de-
pends on the kind of service you provide, the nature of your clients and their
needs, and your own choices. If you counsel individuals in personal matters, it
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14 ■ What Does (Should) a Consultant Do?

is likely that you wil l have to arrange to meet them in your own of f ices for at
least two reasons: One is that in that situation fees are generally by the hour,
usually running to only an hour or two per consultation and by appointment.
That means that you must see several clients a day, making it impractical to
call on clients. Another is that it is usually necessary to have a control led en-
vironment—privacy and quiet, for example—something of ten dif f icult to
achieve in a client’s space. And in at least some cases, you wil l need direct ac-
cess to certain resources on your premises, such as a computer, a library, or
f i les.

On the other hand, if you serve organizations and the nature of your work is
such that most of your assignments last at least several days and are bil led by
the day, you may work largely and perhaps entirely on the clients’ premises.

However, consulting is a custom service and therefore must be tailored to
each assignment. Even when deal ing with large organizations, clients may
visit you and work with you on your premises. In fact, except for presenting
seminars, it is rarely that I do not carry out at least part of my consulting proj-
ects in my own of f ice.

This does not necessarily mean that you must rent of f ices in a downtown
location or in an of f ice building. Although I did just that for some years, I
subsequently discovered that even major companies who were my clients
were not concerned to find that my of f ices were in my home, and they were
entirely wil l ing to call on me and work with me there. (In fact, many appre-
ciated the wisdom of minimizing overhead costs by working from an of f ice
at home.)

Overhead reduction and other benefits of working from an of f ice at home
are obvious. However, you must decide for yourself whether it is a desirable
alternative for you—whether you have suitable facil i ties for an of f ice at
home, whether it is appropriate to your practice, and whether there are local
ordinances that you must consider.

FIELDS AND SERVICES SUITABLE FOR CONSULTING

Anyone who enters into independent consulting gets an education: My own
early experience in presenting seminars reflected the common problem of
underestimating the value of what we of fer.

The “Graduate” Course Seminar

We all have a tendency to assume that what we ourselves know well is common
knowledge. The first time I conducted a seminar on writing proposals for gov-
ernment contracts, I assumed that it would be a waste of t ime to teach the rudi-
ments and such coverage would not attract registrants. I thus planned to focus
my presentation on the grand strategies that distinguish the great proposals
and brush hurriedly by the basics that I assumed were common knowledge to
everyone with an interest in proposals and marketing to the government. I even

htt
p:/

/w
ww.pb

oo
ks

ho
p.c

om



Fields and Services Suitable for Consulting ■ 15

stipulated in my advertising that I of fered a “graduate” course, not at al l suit-
able for beginners in proposal writing.

To my surprise, a generous portion of the 54 attendees who registered for
that f irst session proved to be beginners, lured by my promises to reveal a
number of inside tips, techniques, and strategies I had learned or developed
over the years. (In fact, the cautionary note that it was not for beginners
proved to be more an attraction than anything else, and undoubtedly was at
least partial ly responsible for the extraordinary results I got from the uncer-
tain groping of my f irst seminar venture.) But there were also a few experi-
enced people, including two senior executives who were in the process of
forming a new division of their large corporation. They had come to the semi-
nar to see if they could pick up a few useful ideas.

Until I conducted that session, I had doubts that I could reveal enough li ttle-
known information to justify the cost and the full day’s time spent by each at-
tendee. (I seriously underpriced that f irst seminar because of this fear.) I was
amazed to discover that even senior, experienced people were unaware of
many basic facts that I thought to be quite fundamental and even obvious about
proposal writing, facts that I would have expected senior executives to know
as well as I knew them. (Later, I had the satisfaction of having a senior execu-
tive of one large company bring groups from his staf f to two successive ses-
sions of my presentation, remarking that he found just one of the ideas I
imparted to be worth the entire day’s cost in dollars and time.)

Let the Client Choose the Services

We make the mistake too of ten of trying to decide for ourselves what our
clients need and want, when we should be “asking” the clients. That is, we
should be experimenting by of fering services and concentrating on listening
and observing client reactions, to discover what works best in satisfying them.

I was surprised by the reaction to my f irst seminar’s coverage of cost esti-
mating—those cost analyses and presentations required in most proposals. I
had originally planned to do li ttle more than mention these brief ly. To my
amazement, that portion of my presentation proved to be one of the greatest
“ hits.” Even senior people, I found, tend to be somewhat confused and uncer-
tain about direct and indirect costs, overhead, other direct, and many other
basic cost elements and concepts, let alone the more esoteric jargon and con-
cepts such as G&A and expense pools. I had originally thought that even if
the attendees did know something of the subject, they would be intensely
bored by it.

This experience has been repeated in almost every seminar I have con-
ducted, and I am always surprised by it. Aside from my dif f icult-to-shed feel-
ing that accounting is a boring subject to most people, I am always surprised
that experienced proposal writers have so li ttle understanding of and interest
in what costs are, how they are generated, how they prol iferate, how they are
classif ied, what they really mean, and how they must be analyzed and pre-
sented. Many years ago when I first became involved in proposal writing, I
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16 ■ What Does (Should) a Consultant Do?

was not content to surrender the accounting portion of the proposal effort to
accountants. I decided that costs were too serious a matter to be left to the ac-
countants! I would work out the costs and let the accountants review them. I
insisted that I would not submit (and be responsible for the success of ) a pro-
posal until and unless I personally approved of everything in the proposal.

It’s a common error to assume that our peers know exactly what we know.
Not so: You can probably sell your services to your technical /professional
peers too, once you learn in what areas they most need help or what special
knowledge or skil ls you have in your f ield that is helpful but not widely known
or available in your profession.

Following is a list of just a few of the many f ields/areas in which consulting
services are of fered. Even these are mostly general ized items, with various
special izations in each. Study this list. You may f ind yourself qual if ied to
consult in more than one field!

Even these descriptors are of ten too general. One security consultant, for
example, may be a special ist in security devices—locks, alarms, barriers,
safes, surveil lance equipment, and other such items, while another is a spe-
cial ist in guard forces, patrol l ing, background checking, and other security
measures based on direct human surveil lance, and stil l another in computer
communications security. Most categories have subcategories. Career and vo-
cational counselors, for example, may easily special ize in at least a hal f-dozen
areas. There are many kinds of engineers—civil, construction, mechanical,
electrical, electronic, stress, and industrial, and these are al l subdivided into
many narrower specialties. Designers likewise fi t into al l kinds of cate-
gories—package designers, lighting designers, presentation designers—as do
most of the special ists listed here. In fact it is a rare field today that wil l not
support a well-experienced special ist as a consultant in that f ield:

Accounting

Administration

Advertising

Agriculture/farming

Arbitration

Audiovisual presentations

Auditing

Automation

Aviation

Business

Business writing

Career and vocational counseling

Communications

Club management

Computer advisory services

Convention, conference, meeting 
planning/arrangement

Data processing

Design

Drug and alcohol abuse

Editorial services

Educational counselors

Engineering, general

Executive search

Financial management

Food preparation

Gardening

Grantsmanship
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Fields and Services Suitable for Consulting ■ 17

Hotel management

Human resources

Industrial engineering

Industrial methods

Insurance

Labor relations

Lighting, interior/exterior

Management

Marketing

Municipal services

Organizational development

Payroll management

Personal security

Public relations

Publishing

Recreation program counselors

Restaurant management

Safety

Sales promotion

Strategic planning

Taxes

Training

Transportation

Weddings and social af fairs

Word processing services

Writing services
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