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TMG is …..

TMG is a boutique management consulting firm which specializes in three areas;

· Strategy Development

· Meeting Facilitation

· Executive Coaching and Advice
Choose TMG because …..
TMG has 21 years of commercial experience building, operating and restructuring businesses.  TMG has taken that experience, along with extensive study, research and development, and has specialized in helping management maintain best practice and find breakthrough opportunities through better strategy development and organizational change.

TMG experience includes …..

· Conceptualizing and creating 5 businesses, including a 100 unit franchise and a 2000 employee field services operation
· Creating and operating a diverse, mission critical, B2B services system for 2,500 customers of one of Australia’s largest corporations
· Specifying, developing, commissioning and using world class software systems

· Researching, developing and having adopted, new corporate strategy directions

· Providing its services to more than 40 national and multinational corporations
Why this booklet ….. ?
As an organization, TMG has engaged numerous consultants as well as being the consulting organization providing consultants to over 40 national and multinational corporations on over 100 projects.  We know all sides of the consulting experience.  This booklet will help you optimize the value of consultants.
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The 12 Point Checklist

Here is the list.  Explanations follow on subsequent pages.

1 Articulate an excellent result
2 Define and position the task
3 Conduct tough screening
4 Explain your decision
5 Invest in the brief
6 Teach and Learn
7 Resolve the ‘undiscussables’
8 Manage project creep
9 Delegate work, not decisions
10 Keep accountability candid
If you work to the above checklist, then you will certainly get far more value for the time and money you invest in engaging a consultant than would otherwise be the case.  That value will be manifest in three ways;
· You will select a more appropriate consultant

· You and your team will have far greater confidence in and commitment to, the decisions and actions that arise

· You will have learned a great deal more – both in content and process terms.
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If, as you read this, you  have ideas or questions, note them here  
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Checkpoint 1

Articulate an excellent result

Think through and describe in some detail, what would be happening differently AFTER the consultant(s) have done their work, compared with what is happening BEFORE (usually now)
Example 1:

Significant increases occur, within 6 months of the consultant(s) work, in the areas of project approval, commencement, completion and project value creation.

(A consultant might want to help you find strategic changes that will improve market responsiveness and far greater operational effectiveness in the implementation of those strategic changes. Is that what you want the consultant to think?)
Example 2:

At the end of AND one month after the end of the consultant(s) work, all managers express, publicly, the same set of objectives and implementation programs as being the ‘vital few’ non negotiable achievements for this fiscal year, and where applicable, correctly, for which each has accountability – something they simply can not do, today.

(A consultant might want to help improve communication clarity and openness, as a conduit to improving consensus building and internal marketing.  Is that what you want the consultant to think?)
In each case, you might go on to describe how you will measure that this has been achieved.
Your primary objective at this step is to:

Paint a clear picture of a successful result, being sure that what you are trying to achieve is realistically possible.

Checkpoint 2

Define and Position the Task
The greater the extent to which you can describe the ‘situation’ and your expectations of the consulting intervention, the more competitive the proposals you will receive.

Example:

We feel somewhat ‘locked’ in a mature market, squeezed by competition and unable to break free.  Whilst cost management and efficiency continue to improve, improvements are slowing and we are increasingly risk averse.  Several strong competitors with specific competitive advantages (see Appendix) are either matching or outperforming us.  In part we need to find a breakthrough strategy and in part, we need some cultural change.  We envisage a consulting resource of approximately 100 days over 10 weeks.  Work might involve up to 12 managers in 1 or 2, two day off site conferences.  If data collection and analytical work is needed, we have few resources so you will need to do this, keeping one of us present.  We envisage a cost under $200,000 plus GST and disbursements.  We are open to alternative methodologies and a different budget but require strongly argued justification.
By being this clear about your situation and expectations, yet leaving open the door to both a different approach and lower cost, you have provided both guidance and a competitive environment.

This, taken with Checkpoint 1, articulating success, and you have gone a long way to getting great proposals.  You have also stimulated the consultants to ask you the right questions to prepare their proposals.

Your primary objective is to:

Get back a proposal that as closely as possible, has understood your needs, the environment and experience – a proposal well worth considering!


Checkpoint 3
Conduct tough screening

The single most common weakness amongst consultants is that too many adopt approaches or techniques at random and consequently; successful results are also rather random.
Example 1:

In an organization with very well defined processes and systems, and relatively low levels of employee turnover, it is likely that change projects will need to have a ‘bottom up’ orientation, implemented over time.  In an organization in crisis where urgency is accepted throughout, whilst engaging people in change is still necessary, the appropriate mix of top down and bottom up is likely to be different as would be the time scale.

Example 2:

If a management team has worked successfully in a hierarchical environment for some time, consulting work reliant on team collaboration is likely to struggle.

Example 3:

If an organization has developed strong performing silos (departmental / regional), consulting work that involves cross functional work team problem solving may take some time to get working.
It is important, therefore, to;

· Make sure the consultant’s intended project plan and methodology are spelled out.

· Ask what techniques will be used to conduct different stages and why these have been chosen

· Ask them and ask yourself whether or not the chosen techniques are right for your organization.
Your primary objective is to:

Select the consultant(s) that are most likely to help you achieve the “excellent result” you have articulated.


Checkpoint 4
Explain your decision

Once you have decided on the consultant(s) you are going to engage, tell them why you chose them.  You’ll accomplish three things;
a) You will further clarify what is important to you and what you expect of them.

b) If there is something you have relied upon in the consultant(s) experience, methodology or project plan, you are making that explicit for them.  If you have misunderstood something or they have overplayed an aspect of their credentials that you are relying upon, you have put considerable pressure on them to correct the situation.  (By bringing in someone who has more of that which you relied upon or correcting your misunderstanding)
c) You have begun the relationship with the type of candor and openness that characterizes good consulting interventions.
Your primary objective is to:

Start the work in the best possible way, with candor and understanding.

Checkpoint 5

Invest in the brief

Having selected your consultant(s), preparing for their commencement is the next critical checkpoint.  Providing them with a well organized ‘download’ of data will;

· Save time and

· Get more value from the time being spent

The data that can be most helpful is;

a) Copies of the pertinent research, reports and plans already in existence that are relevant to both the task and / or the present priorities of your organization

b) An organization chart, with names, role descriptions & KPIs for relevant people
c) A tour of resources and facilities, both physical as well as key people who can help them find or do things (find people, connect to the internet, etc.)

d) Introductions to key project participants (ie relevant personnel) positioning the project, the consultant and the results as you want them to be understood.  (If there are not many personnel involved, doing this 1-1 including Q&A can help early relationship formation)

e) A clear and orderly process for meetings, progress reporting and issues resolution from the beginning.  Although this may need adjustment once the project develops, a clear early program will help everyone be organized and effective.
f) Reconfirming the project itself, particularly, budgets, rates, deliverables, timetable, autonomy, boundaries, and any approval processes.

Your primary objective is to:

Ensure everyone is on the same page, communicating and working effectively in the shortest possible time.
Checkpoint 6

Teach and Learn

Your project and the managers and consultants participating in it, create a valuable learning opportunity for everyone involved and Checkpoints 1-5 will have ensured you have consultants on the job who have a lot to offer your people.  Within the confines of your confidentiality arrangements;
· Offer as much input as you have available that may be relevant, even if it is not asked for
· Consider what the consultants offer thoroughly and respond openly and freely
· If there is any aspect of it which seems unrelated, incorrect or difficult to follow, seek as much clarification as you need.   (After 21 years consulting, TMG can confidently say there are no models or processes that clients can’t understand and the client must always understand)

· Encourage people to ‘suspend judgment’ and ‘listen intently’ BEFORE considering a response.  (Often what is ‘heard’ is distorted by the listener formulating a response rather than hearing what is being offered)
Inevitably, each party is teaching the other new things & learning new things.  Achieving your objectives demands an “active” process, not a consultant to client passive, 1 way exchange.
The “fee” for the “report” is not the real value exchange.  All to often we have found the report on a shelf covered in dust.  The real value exchange is mutual and consists of ideas, insight and action.

Your primary objective is to:

Accelerate your consultant’s understanding and ability to value add whilst simultaneously, getting as much knowledge and skill transferred into your organization as possible.

Checkpoint 7

Resolve the ‘undiscussables’
You may have heard the term ‘undiscussables’.  These are the topics, conflicts, barriers, decisions or issues that prevent at least some people from contributing their best, yet they are ‘undiscussable’.
Example 1

If someone has been, in the view of others, rewarded yet had under performed, and this issue is unresolved then it will be ‘in the way’.
Example 2

If some view an areas of the business getting less attention or resources than another they believe to be more deserving, and this issue is unresolved, it will be ‘in the way’.
Example 3

There may be a group holding the view that the strategy of the organization is unsustainable for some reason yet, when the issue comes up, it is not addressed but obscured or deferred.  For as long as this is unresolved, it too will ‘be in the way’.
Although such issues are not discussed, they are in the minds of those involved, distorting thinking, decisions and action.
The challenge in achieving a great consulting result is to ensure no ‘undiscussables’ are left that can undermine the decision making and implementation of the project outcome.
Your primary objective is to:

Uncover the difficult issues, no matter how difficult, and resolve them.


Checkpoint 8

Manage project creep

There are some important things to understand about consulting economics.

a) The more anxious the client is about future ‘risk’, the more consulting opportunity is likely to emerge

b) Up to a point, a little client dependency helps grow the fees (too much creates resentment)

c) Consulting businesses make money out of leverage – charging juniors, by whatever title, at well above their employment cost and for more than the budgeted recovery hours

Whilst it would be unfair to say that consultants seek to optimize all three of the above, they do have budgets to achieve.

Accordingly, you need to be;
‘In the room’ with your consultants - don’t let them spend too much time doing things without a member of your organization present who is there to learn and to understand what is being done.
Listening intently when the report talks about significant future risks, uses terminology of uncertain meaning or needs a ‘team of people’ working on a task.
Stay as close as practical to the detail and the doing.  There is nothing too complicated. technical or conceptual for management to fully understand.  If there is, you are being fed “……..” 

Your primary objective is to:

Understand and agree you need what is planned, being done and recommended or proposed – every step along the way.

Checkpoint 9

Delegate work, not decisions

The presence of consultants is temporary.  They will never own the decisions as they never have to live with them – you do.
If the consultants do the data gathering, choose what analyses to conduct, do the data analysis, run the meetings and structure many discussions, how much ownership will your organization have of the decisions?
None!
Yet TMG has come across this mistake in dozens of situations.

The result is a body of work that is an orphan left alone.  Much of the work may be excellent and many opportunities missed – but the consultant methodology has been poor and the client management of the consultant equally poor.  There is an old saying;
“success has many fathers, but failure is always an orphan”

TMG would amend this to say;
“success occurs when many fathers had input, failure when the work was done by an orphan”

Your primary objective is to:

Get help that enables you to make decisions and implement programs more effectively.  Do not allow the methodology to leave your team ‘disabled’.
Checkpoint 10
Keep accountability candid
Agree with your consultant to hold each other accountable.

You’ll need to agree a couple of ground rules such as;

a) No witch hunts

b) No blaming

c) Encourage improvement in preference to criticizing performance

d) If problems persist, participate directly to try and understand why BEFORE jumping to conclusions

To implement this, language choices are important.  Here are some suggested phrases;
“I am concerned this analysis uses too many assumptions to form the basis for the next step.  What do you think and may I also ask why?”

“Can you think of any reason why the department head might not have access to some of the information?  There seem to be significant gaps in the reporting records.”

Notice the assumption that there may not be a problem, rather than that there is one.  Conversations go better this way.
Your primary objective is to:

Produce quality work – fearlessly and collaboratively – and for that you need candid dialogue and an environment without fear.
If you’d like to talk to TMG about an assignment, call 03 9010 9010 or Toll Free 1-800 100 666 within Australia.  Alternatively, vist our web site at www.tmgconnect.com.au

10





Point Checklist to help you optimize Consultant value








If, as you read this, you have ideas or questions, note them here








…………………………………..





…………………………………..





…………………………………..





…………………………………..





…………………………………..





…………………………………..





…………………………………..





…………………………………..





…………………………………..





…………………………………..





…………………………………..





…………………………………..





…………………………………..





…………………………………..





…………………………………..





…………………………………..





…………………………………..





…………………………………..





…………………………………..





…………………………………..





…………………………………..





…………………………………..





…………………………………..








For all further information contact


Peter Boyce, Director of Consulting


TMG – Strategy Consultants


PO Box 698 Balwyn Nth  VIC  Australia 3104


Tel (03) 9010 9010 or 1-800-100-666


Website: � HYPERLINK "http://www.tmg-strategy-consulting.com.au" ��www.tmg-strategy-consulting.com.au�


Email:   � HYPERLINK "mailto:info@tmgconnect.com.au" ��info@tmgconnect.com.au�  
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