Consulting on the Inside’

fl Practical Guide for Intenal Consultants




What is a Consultant?

Expertise
Influence

Personal Skills

To facilitate...

Without formal authority to
implement recommended actions
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What are the key challenges
for internal consultants in this
organization?
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Typical Challenges for Internal Consultants

» avoid collusion

» have impeccable integrity

» cope with politics and the hierarchy
> juggle multiple roles

» choose to be an agent or advocate of change
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(lassic Consulting Roles

Consultant Role

— Diagnose
Doctor: — Make recommendations

— Provide expertise and solve the

Expert: oroblem

— Use specialized knowledge to

Pair of Hands: achieve client’s goals
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Traditional Organizationl Change Roles

Consultant Role

— Partners with client
— Serves as catalyst for change

— Partners with client
— Insightful systems observer
— Asks astute questions
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Emerging Consulting Roles

Consultant Role

— Partners with client
— Systems focus

— Supports performance
improvement

— Guides and drives change process

— Advocate and project leader
— Sounding board

— Confidant
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The Process of
Consulting

Seeking
Alignme
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Contact Phase: Successful Completion Requires

» Determining client readiness

» ldentifying the business need or priority
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fAereement Phase:
fuccessful Completion Requires

» Clarification of expectations
regarding roles and responsibilities

» Administration and logistics
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Information/fissessment Phase

— Interviews

— Questionnaires

— Observations

— Document Review

» Using models

» Emphasis on the problem or the opportunity
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Take a $ystems View

interactions to create the ﬁ' "

whole. '

» Stand at the edge to see ‘*
patterns, connections and

underlying structure.
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feedback Phase
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feedback Phase: framing the Data

resistance to the data.

» ldentify opportunities to bring them to the
surface and discuss them.
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feedback Phase: framing the Data

in the feedback.

» Remember, the data could be wrong or the
interpretation could be off-base.
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feedback Phase:

» Try rational responses first.

> If the resistance continues, state observations
or feelings without blame, then be quiet.
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Working with Resistance

» Continue active listening until the other
indicates he/she has been heard.

» Review the vision, goals, objectives, and
agreements as appropriate.

» Repeat as needed.
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The Process of
Consulting

Seeking
Alignme
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Influence Tactics

DISENGAGE
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Receptive Influence Behaviors

Ask '
Open-ended; Draw Out
Questions |

Pose
Challenging
Questions

Test
Implications

Check
Understanding

Clarify Issues

. ldentify
Disclose : with
Other
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Expressive Influence Behaviors

Suggest Express Needs

Encourage Offer Reasons

Refer to
Goals and
Benefits

Envision

Describe . Offer
Consequences ' Incentives
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felf Management Issues For Internal Consultants

Approval
over
Effectiveness

Belonging
over
Integrity
Moving On
over
Self Reflection
My Way
over

Our Way

Confidence
over

Competence
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fldvice for Internal Consultants

> ldentify performance gaps or issues before
managers do. Be ahead of the game.

» Recognize systemic relationships. Be a
systems thinker.

» Build strong skills as a coach, teacher, advisor
and strategist.
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fldvice for Internal Consultants

ay attention to the trends; talk about them.

Most importantly, make them relevant to the
business.

» Develop the ability to work at all levels of the
organizations and across boundaries.
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fldvice for Internal Consultants

» Be an educator about change, systems
thinking, learning strategies, chaos and
complexity.

» Develop personal mastery and be a constant
learner.
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Developing Your Best Self

, v v v v \ 4 L 4 A/ v

goes beyond spiritual unfolding or opening, although it
requires spiritual growth. It means approaching one’s life
as a creative work, living life from a creative, as opposed
to a reactive, viewpoint.

Senge (1990)
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