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			Two Roads Diverged* . . .

			. . . I traveled the Consulting Road . . .

			 . . . I wish I’d had a map.

			* With appreciation and tribute to Robert Frost and his poem The Road Not Taken
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			Preface 

			Consultants Are Everywhere

			In 1991 I wrote about how I was continually amazed at the ubiquity of consulting and how I found it in the most unexpected situations. 

			My hair cutter then was an unusual man, a dark-skinned Mediterranean, a guy’s guy, a salesman, a dealmaker, quick with a joke or a story. I went to him not just for his stories, but because he cut my hair really well.  I found it difficult to find a good cutter, and Mico was a good cutter.

			But I did like his stories. I collect stories the way other guys collect beer mats or coins.

			One day, Mico started by saying, “You may appreciate this.  I mean, because you’re a consultant.”

			I told him once what I did; he remembered a lot, at odd times perhaps, but I was still flattered.

			“I was a consultant once, to a college, a community college. . .  me, a guy who just made it outta high school. This is one of the only colleges in the country with a course in cosmetology.  The state wanted to close them down. They weren’t making any money. They’d had these statistical engineers come in. The state sent them . . . they couldn’t find out what was wrong.”

			Mico went on to tell me how he went into the school, observed for two days, then talked to the faculty together and individually and talked to the students together and individually. He explained to each of them:

			“This school is yours. When I leave, you’re gonna work or go to school here, if you save it.”

			His real-world experience (he had successfully run his own shop for years) and his down-to-earth manner apparently won over faculty and students alike. He made some suggestions; they made some suggestions. They took action.

			“A year later they paid for my ticket to come back and see what they did. They were profitable.  The state was happy. They were happy. And it made me feel good, you know. They gave me a lotta credit when I was there. You know, they said I had turned it around. That made me feel good. But they did it. Probably could do it again without me now if they had to. I see why you like what you do . . . You know, I get a lotta guys who don’t like what they do and I think . . .”

			Mico was off on another tale, but I was back at that community college with him. He had described a near-perfect process intervention that had left the client empowered to continue on after he left.

			His principles are the consulting process: Entry- Diagnosis-Solve - Implement - Disengage

			Observe with the eyes of the outsider who knows something about what they do. 

			Gather input from many sources.

			Make suggestions.

			Give them their ball back, and then

			Leave, get out. Fish, relatives, and consultants stink if they’re around too long.

			Always be prepared to find wisdom in unusual places.	

		


		
			I. Introduction 

			What is a Consultant?

			“Consulting wisdom? Isn’t that an oxymoron? I might concede that consultants are smart. Just ask ’em; they’ll tell you how smart they are! But wise? Not so sure about that.”

			This is a conversation I overheard at a business conference once. It was early enough in my career that I didn’t think I could engage without being defensive, so I walked on.

			Many people’s experiences with consultants are quite negative.

			“They interviewed me and then presented my ideas as their own.” “Can you believe what we are paying these guys? Don’t ask about raises or bonuses this year or next!” “They said the industry standard span of control was twelve and I needed to fire two of my managers and five people – they had a list. They’ve been here less than a week.”

			Probably all those criticisms are justified. Consultants are sometimes hired as hatchet-men. They’re sometimes paid unreasonable amounts compared to internal people. And they are sometimes arrogant and don’t give credit where credit is due.

			Consultants can also help grow some companies and turn others around. They can set up systems quickly because they have done it before while internal people would need to learn on the job. External consultants can bring needed expertise that would be too expensive to keep on staff.

			Consultants help clients and their companies change. Some people react negatively to the word. “Change? You won’t change me! We just want a new strategy.” The truth is no one ever spent large sums of money to maintain the status quo. Even a new strategy is a plan to do different things. A client hires a consultant to help make that change a reality. The consultant might provide new information about customers and competitors. A consultant might teach you new ways of doing things. 

			The best consultants give their clients new perspective, skills, and the strength to do what they couldn’t do before without taking credit. They are quietly transformative.

			Consultants can be helpful or they can be jerks, like most people. Sometimes consultants can be both helpful and jerks at the same time.

			I wrote this book to encourage consultants to be helpful, like the best medical professional you can imagine. 

			I came to understand consulting as a helping profession much too slowly. I also wrote this book as the philosophical career guide that I wish I’d had as a “Newbie,” a new consultant or even a student investigating the field. I wish I had previewed this book before I became a mid-career consultant trying to balance the needs of clients and my consulting team while deciding if I was on a partner track in an “up or out” environment.

			I also wish I’d had this as a senior consultant, struggling to either sell enough to make partner or become independent or start a firm. In my thirty-seven year consulting career, I worked for five consulting firms of various sizes. I founded a small firm, worked as a solo practitioner, and founded a confederation of independent consultants. Most of my early career decisions were made without an understanding of the industry or any idea about why companies hire consultants.

			Why do companies hire consultants?

			First, companies don’t hire consultants; company executives hire consultants. That may seem like splitting hairs. After all, company executives work for their companies and are charged with acting in the interest of the companies, right? Right (mostly).

			But if one starts with the concept that a client is an individual, even if that client is part of a collection of individuals or a client system, it makes serving clients more personal and the process of acquiring clients, or selling, less of a mystery.

			Second, a client hires a consultant to solve a problem or to help make a change. Here some clients might push back because they object to either the word “problem” or “change.” They may substitute “opportunity” for problem or words like “improvement” or “innovation” or descriptors like “leap-frogging” or “updating” for the dreaded C-word (change). But no board of directors ever approved a hundred thousand or million dollar expenditure to maintain the status quo.

			So some of the problems, issues, and/or concerns that a company executive might hire a consultant to help with include:

			Grow revenue, or

			Grow profit, or

			People stuff.

			Wait, that’s it? What about a new strategy? (We need more customers than our competition, or innovation, or new products and services to grow revenue.) What about digital transformation? (We need streamlined operations to reduce cost and grow profit; we need better customer information to speed our product to market to grow revenue.) 

			Actually it’s all people stuff. Culture, climate, employee benefits, and organization design shouldn’t be lumped into a separate category. Simply put, attracting and keeping people = profit growth and/or revenue growth. But often clients who have a “people problem” aren’t thinking economically. They can’t hire enough people or the right ones, or people are leaving, or unhappy and want a union, or clients don’t know who to put in what role or how to organize. So I’ve listed people stuff separately.

			Consultants can bring new ideas or they can legitimize an internal idea. They can bring new processes, methodologies or systems, or help improve existing ones to solve a revenue, profit or people problem. Clients hire consultants as problem solvers. They expect that these consultants have solved their problem before. They may expect problem-solving rigor steeped in data and/or the scientific method. But mostly the client wants a specific result, i.e., more revenue, more profit, or both. 

			Ideally, this is a true statement. In the real world, however, sometimes a company executive hires a consultant because his or her boss insists on it, or to do an unpleasant task like reducing headcount, or to justify his idea over a rival’s. Sometimes a client hires a consultant to try the latest management fad just to “shake things up.” In my career I tried to avoid these kinds of projects, because I believe they are a waste of money. I wasn’t always successful.

			What attracts a person to the consulting road?

			For some, it’s the money. The consulting profession isn’t likely to make you tech entrepreneur or investment banker rich, but it can produce a solidly upper-middle-class lifestyle. For others, it’s “glamour and prestige.” These folks quickly learn that constant travel is grueling, not glamorous, and talking to CEOs is just a work meeting where pleasing your boss (a consulting partner) and your boss’s boss (a client CEO) is a challenge.

			I was attracted to consulting for these naive reasons. What kept me in the field was the work of structured problem solving, and the variety of industries and problems I worked in and on. There was a continual steep learning curve and I find learning fun.

			There are three typical entry points to the field: post undergraduate, postgraduate, and mid-career directly from a business. Post undergraduate and postgraduate hires are often called “Newbies.” Some firms do a better job of training these entrants than others, but most consulting training is focused on this group. 

			The major consulting firms - McKinsey, Boston Consulting Group Accenture, Bain, and PwC (formerly known as PricewaterhouseCoopers) - recruit top students from top universities as analysts. Often these students join as summer interns between their junior and senior years. These are plum internships because these firms are known as “good places to be from” in the same way that Ivy League universities are. Some undergraduate consulting entrants go to work initially as analysts in investment banking and then move on to consulting two years later.  The typical consulting analyst works in the field for two to four years, perhaps to pay down student loans, and then moves on to a job elsewhere. Some analysts choose to get a graduate degree. A few analysts are “sponsored” by the consulting firm to attend business school. 

			Graduate school recruitment, especially MBA recruitment, used to be the biggest source of new consultants. PhD programs and master’s programs in science, technology, engineering, and mathematics (STEM) have been added.

			Those who join consulting from industry are often hired as subject matter experts after spending ten-plus years in one discipline in one industry where the firm has substantial client work.  Depending on how senior the new hire is, he or she may avoid the typical grind of project work and be brought in to offer expertise and gravitas in client pitches and presentations. Otherwise, they may be used to shorten the learning curve of consultants working in a new industry. Some firms provide these entrants with unique induction training while others treat them the same way they treat Newbies. I too frequently saw poor onboarding for experienced industry hires. 

			The levels and jobs of a consulting career

			There is a life cycle of roles in consulting. I’ve called these Newbies, Journeymen, and Pros. This sounds like the apprentice, journeyman, master-craftsman of the building trades, but that is a formal process with testing and certifications. The consulting firms I worked in had nothing like that. There are three distinctly different jobs:

			
					Newbies: a person investigating the field, a new entrant, a starting analyst, someone who does a lot of the work. Newbies work hard, learn a lot and burn out or get promoted within a few years. There is some Newbie hazing that goes along with the role, and many consultants seemingly look down on Newbies after they have learned the ropes and graduated to a slightly more advanced role. But get a few experienced consultants together talking in a bar and they will speak wistfully about this period in their careers, when “everything was new” and they were “drinking from the fire hose every day.” In the best firms there’s a Newbie comradery that lasts a long time. “You never forget those you shared a foxhole with.” 
The word “Newbie” may evoke a derogatory connotation; I hated being called a Newbie myself. Some consultants will maintain that Newbie applies only to the first two weeks of a new person’s career after which they become a “valued associate.” OK, sure. These junior consultants still do a lot of the work.)


					Journeymen: these are mid-career consultants who manage the team and keep the client happy day-to-day. Journeymen still do work, sometimes more than is realistic, and they keep the wheels on the bus, solving team and client problems as they go. They may be called senior consultants, senior associates, team leads, engagement managers, project managers, account managers, or principals. I kept the word Journeymen because mid-career consultants are the backbone of any firm. They manage projects, client system interactions, consulting teams, budgets, deliverables, and in some cases results. They’re expected to be able to do the work of those below them and direct the judicious application of seniors above them. It’s a tough job.


					Pros: this role includes the been-around-the-block senior people, discipline or methodology experts and partners of every stripe. Pros don’t have to be old in years. Some are even in their late twenties or early thirties, but they bring a certain gravitas to every project. Clients listen to them. They also have a completely different job. Their mandate is to bring in business, new clients, new projects from existing clients, extensions on existing projects, in other words . . . sell. 

			

			Some consultants and some firms dislike the word sell because they think selling is beneath the profession. They may call it client development, business development, or “having client conversations,” but personal selling is what generates revenue in consulting. It is the major criterion for promotion from manager to partner. Pros sell directly by bringing in new clients, or indirectly by developing new service offerings and methodologies, writing books, speaking and attracting clients. Usually, not always, partners get a share of the revenue they bring in, or a share of the profits based upon the clients they bring, so direct sales pays better than service offering development.

			My background

			I joined consulting after getting my MBA at the London Business School. I got a summer internship at the London office of Harbridge House (HHI), a Boston-based firm that was ultimately acquired by an antecedent firm of PwC. I did well enough that I ended up working fulltime at HHI during my second year of business school. 

			At HHI, I worked on three new product introduction studies in the automotive industry. I also learned how to get up to speed in an industry quickly and learn enough to have intelligent conversations with people who had worked in the industry for their entire life. I also learned that consulting is about change and that leadership engagement and commitment are critical.

			Soon after LBS and HHI, I went to the Forum Corporation and learned training and organization development approaches. This is where I met George Litwin, Warner Burke, and a host of other Organizational Development thought leaders. I worked behind George Litwin for ten years, and learned a lot about organizations and how to develop and deliver training.

			The turnaround of British Airways (1984-87) was the most significant project of this period. I include a full description of this project in the Appendix because it shaped my view of change and throughout my career kept me looking for the Holy Grail-like combination of successful change elements. 

			I now realize that BA had the benefit of:

			
					A burning platform (Margaret Thatcher’s privatize-or-close ultimatum).

					Clear business goals, which, in three years, took BA from having the worst customer service and profit record in the industry to the best in both categories. 

					A new executive team (John King and Colin Marshall). 

					Lots of money (the deep pockets of the British government).

			

			Soon after BA, I became an independent consultant for the first time. Working on my own for eight years taught me that I can survive and improvise, but I eventually wanted large projects and colleagues so I joined Gemini Consulting. I expanded my skill set with Gemini’s reengineering methodology and taught Six Sigma at GE Capital. I thrived in the Gemini team environment and ultimately became head of the North American organizational discipline.

			From Gemini I went to Katzenbach Partners, a small McKinsey spinoff, to be part of growing something new. I stayed there for four years because of the excitement of the startup environment, despite the fact that the promised blend of organization development process with McKinsey analysis never quite happened.

			After leaving Katzenbach, I worked as an independent consultant for another fourteen years in a variety of business structures. The most lasting was the Results-Alliance, a confederation of independent consultants and small firms helping clients develop internal capability to implement sustainable change.

			My biases

			As will become apparent, along the way I developed certain biases about the field:

			
					People focus. I strongly believe that business is about people. Whether they are called customers, staff, suppliers, or the community, people create and feel the impact of business decisions. Solutions to problems need to factor in both their short- and long-term effect on these groups.  

					There are two different approaches to consulting: Content and Process.

					Content consultants are sometimes called expert consultants. They bring ideas, new information and analytical rigor to the client’s problem. They provide answers.

					Process consultants help the client solve the problem. They may improve a process, develop people, build a team, or implement a system. They often work with the client longer and do more implementation work than content consultants, and tend to teach the client what they do as they are doing it. Like all teachers since Socrates, they ask questions.

					This fundamental difference defined my career. Over time I gravitated from content to process consulting. I saw firms try to blend these approaches, but they do not mix easily. In this book I try to fairly present both sides, but my bias shows. 

					Ultimately it’s the client’s business. Generally, my view is that most problems that consultants are hired to solve could be solved with internal resources. I believe it is the consultant’s job to help the client change - to innovate or improve and to integrate what is new into the client’s business - without creating a dependency on consultants.

			

			As a consultant I worked to teach clients what I did and to leave an infrastructure in place to allow the client to solve similar problems themselves the next time. Such a strategy meant that I constantly had to look for new clients, but it also increased client self-sufficiency and made consulting a learning experience.  As I said, I find learning fun.

			Now as a recent retiree, I want to share what I learned traveling the consulting road. Much has changed since I started my journey. I stayed on this path successfully, sometimes in spite of myself. I believe this roadmap will help you avoid some wrong turns I made. My wish for you is that you enjoy the ride as much as I have.

		


		
			II. The Road Begins 

			Mapping a Consulting Career

			Two roads diverged . . .

			Perhaps you read “The Road Not Taken” in school. “Two roads diverged in a yellow wood and I --- I took the one less travelled by and that has made all the difference.” My English teacher told me this was about Robert Frost’s choice to become a poet, which he felt, in retrospect, was a good choice for him.

			My “two roads moment” came after nine years as a booking agent for celebrity speakers. I’d kind of stumbled into that career, after not finding work as an actor, but I was good at it. I’d worked at two firms in Boston and was recruited by the lecture bureau attached to New Line  Cinema in New York City. I could see how this job might lead to others in entertainment, but I was uncertain about the industry and my wife and I were nervous about moving to New York.

			At around this time my brother-in-law Ian got his MBA and went from being an English teacher to a consultant, which seemed like an exciting career. I also knew another booking agent, Jacqueline, who got an MBA and was changing careers, maybe to consulting.  In the end, I sold my house, both cars and everything I owned and moved my wife and then two children to London to attend the London Business School. Off I went traveling the consulting road.

			That’s it, no industry research, no researching individual firms and where and how they recruited, not even much conversation with Ian or Jacqueline. This was the career for me.

			I just wish I’d had a map

			So this is a map of sorts. It includes a start on the industry research I wish I had done in the late 1970s, an outlined trajectory of a consulting career and some forks in the road, decisions you will face along the way. There is some expansion on why people are attracted to consulting. I’ll then go into detail on important early career topics like getting hired, being successful and the first methodologies and tools you will use. I’ll go into more depth on the work itself and later career issues. Hopefully you will navigate your career less serendipitously than I did.

		


		
			CHAPTER 1 

			Investigating 
the Consulting Industry? 
What Does That Mean?

			Often when people asked what I did for a living, I would answer, “I’m a consultant.” Then they would ask me, “What does that mean?” People understand what a doctor does and generally understand what a lawyer or accountant does, but very few understand what a consultant does.  Webster isn’t particularly illuminating with its definition of “a person who gives advice professionally.”  Sometimes I would explain that management consulting is part of professional services available to businesses. Accountants help businesses with records and taxes, lawyers help with the law and consultants help solve problems and make changes. 

			Most people still didn’t get what I did; some launched into consultant jokes. I learned to leave it there, “help solve problems and make changes. It’s a big industry.”

			Industry structure

			The global management consulting industry revenue is variously reported as somewhere between $25 billion and $1.3 trillion. Don’t you love the precision of such reporting? Of course, it’s not clear what this revenue number includes. Do you count only firms of a certain size and leave out the millions of independent consultants? By one 2019 estimate, globally there were 700,000 firms of three or more consultants; and for every consultant that worked for a firm there were between five and fifteen that earned at least some of their income from independent consulting. This translates to at least ten million independent consultants. 

			How do you count the management consulting revenue of accounting firms and law offices? What about advertising agencies? Do training firms count? What part of the revenue of the large software development and systems integration firms are you counting?

			Suffice it to say, there are a lot of management consultants and the industry makes a lot of money.

			The consulting industry has many of the characteristics of a fragmented market. It has:

			
					Low barriers to entry – Someone once defined a consultant as “someone with a black briefcase more than fifty miles from home.”

					Many competitors – there are literally millions of consulting firms globally ranging in size from Deloitte with more than 280,000 employees to millions of small firms with one to three consultants, including independent practitioners.

					No real economies of scale - the predominant delivery mechanism in consulting is consultants’ time, otherwise known as billable hours. You can’t really scale people, there is no multiplier, or as independent consultants frequently moan, “You can’t earn money without showing up.” The Covid pandemic taught clients and consultants that video conferencing could take the place of some on-site work, but it is still billable hours including all the preparation that goes into a one-hour video call.

			

			Fragmented industries often have significant turnover of firms, lots of startups, many failures, and mergers and acquisitions between smaller and larger players.

			The consulting industry also has many of the characteristics of an oligopoly. Much of the revenue, prestige and press are controlled by a few firms. Industry consolidation has meant that the biggest players have gotten bigger, but the top two categories haven’t changed much since 1980. This is how the press and so most clients think of the industry. 

			
					The Big Three – McKinsey & Company, Boston Consulting Group (BCG), and Bain and Company all got their start as strategy firms but have become more generalist firms. They are the most prestigious firms to hire. The expression “No board every fired a CEO for hiring McKinsey” could easily be applied to the other two firms. The big three have had a golden gloss since the 1970s and so have an edge at attracting both clients and consulting talent.

					The Big Four – Deloitte, PricewaterhouseCoopers (PwC) Ernst & Young (EY), and Klynveld Peat Marwick Goerdeler (KPMG) are the consolidated firms of the Big Eight that were around when I started. These firms all started as accounting and auditing firms that moved into management consulting and systems integration.

					The Third Mega-Tier – Accenture, Booz Allen Hamilton, Capgemini, Cognizant, Kearny, Hitachi Vantara Consulting, IBM Consulting Services, Infosys, Tata Consulting, and others make up this category. Many of these firms focus on information technology and systems integration. I must note, too, that many of these firms are huge, with more employees and greater revenue than firms in the first two tiers, and offer distinct markets and service specialties. Because they aren’t top three or former accounting firms, the press describes them as “third tier.” I’ve followed that rubric, but do not discount them. They are formidable. 

					Boutique Firms - Some of these firms are quite prestigious to work for as they are known for a particular methodology or industry expertise. There are too many to name all, but a few examples are L.E.K., Roland Berger, Mercer, Huron, Oliver Wyman, The Keystone Group, and Putnam Associates.

			

			Should Accenture, Capgemini, L.E.K., or Kearny be in a separate tier?  Are the HR firms like Mercer, Oliver Wyman, Aon Hewitt, Korn Ferry, or Willis, Towers, Watson really boutiques? One could endlessly debate which firm belongs in which groups, and the list here is by no means exhaustive, but the top two groups certainly garner most of the press about the industry. The top groups are most likely to receive a Request For Proposal (RFP) from the largest clients.  They often set billing rates and new entrant salaries, and that hasn’t changed much since I started.

			That is not to say that all the firms in all four groups control a majority of industry revenue. While accurate figures are hard to come by, the millions of small firms and solo practitioners all make a good living. Some even work for large clients right alongside teams from huge consultancies. I know this for a fact because I was often in that situation.

			Consulting industry history

			Some will point out that there have always been advisors to leaders, the Bible story of Joseph interpreting Pharaoh’s dream of seven fat cows and seven lean cows and recommending a warehousing and inventory management solution, for example.  It is true that advisors have long existed, but they were usually individuals, independent or internal consultants. Groups of advisors tended to have a religious component to their work. So I will start with the late nineteenth and early twentieth century, the beginnings of the profession as we know it today.

			The very beginnings: Arthur D. Little and Frederick Winslow Taylor

			Most sources agree that the first consulting firm was started by Massachusetts Institute of Technology chemistry professor Arthur Dehon Little in 1886. His firm Arthur D. Little (ADL) is still around today. When I grew up in Boston in the 1950s Arthur D. Little was mostly a research firm at the forefront of the chemical catalyst and emerging computer and space industries. If someone’s father worked at ADL kids would joke about the brains that ran in that family.

			From the beginning ADL offered highly analytic problem solving. Evidently Professor Little was against systemization and standardization. He believed each problem was unique and deserved a unique solution.  

			Frederick Winslow Taylor, the author of Principles of Scientific Management (1911), believed in systemization; Taylor was the first industrial operations researcher. He analyzed time and motion of workers to find the “one best way,” the most efficient sequence of moves. Then he wrote rules to standardize the process for all workers to follow. As his practice grew he took these standard processes to other clients.

			Little and Taylor came to consulting from opposite perspectives. Professor Little was a college professor; Taylor refused to go to Harvard and joined a factory in Philadelphia. Little’s clients were executives and technical managers; Taylor’s clients were plant managers and he worked directly with front line workers.  These two men started two different streams of consulting that still exist today, content (Little) and process (Taylor):

			
					Content consulting is embodied in the Strategy firm, which brings new ideas, and is often focused on innovation, new products, markets and technologies (new revenue). 

					Process consulting is found in the Operations firm, which focuses on continuous incremental improvement, (repeat buying and share of wallet), and automation technologies (improved cycle time).

			

			There are many overlaps and hybrids over the history of consulting, but stay with me for a bit. Let’s look at a few historical events and examples and see how this bears out.

			Content stream continues

			In 1914 Edwin G. Booz, with a masters in psychology and a bachelors in economics from Northwestern University’s Kellogg School, founded Business Research Service, which became Booz Allen Hamilton. Booz’s original mission statement states that senior managers needed “candid advice and an outside perspective on their businesses.” The firm became the first to work for both corporations and governments and served both markets until it spun off Booz & Company, the corporate business, to focus on government. (Booz & Co became Strategy &, which acquired Katzenbach Partners long after I left. Both are part of PwC today.)

			In 1926 James O. McKinsey, a University of Chicago professor, founded McKinsey and Company Accountants and Consulting Engineers. McKinsey’s clients were executives and his first partner was Andrew Thomas Kearney who ran the Chicago office. The firm split up when McKinsey died unexpectedly in 1937. 

			Marvin Bower, the second McKinsey partner who ran the New York office, ultimately bought the name McKinsey & Company and the Chicago office became AT Kearney, or just Kearney as it is called today.

			People at McKinsey have an almost religious reverence for Marvin Bower who resurrected the New York office and built the firm. Bower served as the managing director of McKinsey & Company from 1950 to1967, but had a major role in the firm and remained a director until 1992 even though he voluntarily sold his shares back to the firm at age 60 in 1963. Bower is widely credited with the “professionalization” of the consulting field.

			The process improvement stream continues
Frederick Taylor collaborated with Morris Cooke. Cooke had an engineering degree from Lehigh University in Pennsylvania, but went to work as a machinist for his first few years and formed a consulting firm in 1903. Later, he was quite active in the rural electrification projects of the 1920s and 1930s. 

			Another of Taylor’s team was Henry Gantt, another degreed engineer (Johns Hopkins) who worked as a machinist and draftsman. Gantt met Taylor at Midvale Steel and Bethlehem Steel. Gantt is known for the ubiquitous project management tool the Gantt chart, which he created so that workers could understand the timing of their work and relationships to others’ tasks.

			   

			Gantt charT[image: ]

			   

			Frederick Taylor’s major competitor was Frank Bunker Gilbreth. Gilbreth founded Frank B. Gilbreth Inc. with his wife Lillian in 1903, and they called themselves consulting engineers or efficiency experts. Like Taylor, Gilbreth began work as a manual laborer, a bricklayer’s assistant, but he soon looked for the “one best way.” Taylor and Gilbreth had what was often called a “war,” so when Gilbreth died in 1924, apparently Taylor rejoiced a bit. Then Lillian Moller Gilbreth took over Frank B. Gilbreth, Inc. and ran it successfully for years. The Gilbreths had twelve children and were the subject of two books by their son Frank and daughter Ernestine, Cheaper by the Dozen and Belles on their Toes. Both books were made into feature films in the early 1950s (different from the much later Steve Martin movie).

			The Gilbreths are widely credited as the parents of process improvement. Process consulting history includes Walter Shewhart of Bell Labs who created statistical process control and Plan-Do-Check-Act in the 1920s. It continues in the work of Dr. W. Edwards Deming and Dr. Joseph Juran, both graduates of the Bell System under Walter Shewhart. Deming focused on statistical process control while Juran discovered the little known work of Vilfredo Pareto, a nineteenth century Italian engineer who discovered that 20 percent of pea pods produced 80 percent of the pea crop; he went on to conduct a study to show that 20 percent of the Italian population controlled 80 percent of the country’s wealth. Juran continued this research and demonstrated that 20 percent of causes produced 80 percent of the effects of a problem. Juran popularized the Pareto Principle, also known as the 80/20 rule and the “trivial many and critical few.” 

			Both Deming and Juran, founders of the quality movement, were unsuccessful in attracting clients in the United States, but Japanese manufacturers welcomed them with open arms. As a result, they spent the 1950s through much of the 1970s improving Japanese businesses.

			The process improvement stream of consulting took on new life in the early 1970s. Dr. Deming’s return to the US caused or coincided with the birth of the quality movement of the 1980s which in turn led to the development of Lean and Six Sigma in the 1990s, an approach still in use today. Firms like Alexander Proudfoot, which bought Phil Crosby’s firm (Quality is Free) begat United Research Company, founded by David Teiger in 1973. In 1989 Teiger bought The Management Analysis Center (The M.A.C. Group) and launched Gemini Consulting where I worked toward the end of the reengineering craze. The 1990s saw an explosion of re-engineering projects for Gemini and competitor CSC Index. Jim Champy wrote the book Re-Engineering the Corporation with Michael Hammer in 1993. Jim Champy’s Index was bought by Computer Sciences Corporation, and CSC Index and Gemini were very hot firms for a while. The Gemini merger was funded by the French computer firm Sogeti, which owned the combination of the French computer firm CAP and the US firm Gemini Computer Services. The firm is today called Capgemini, one of the leading firms in the “digital transformation” space.

			The 1960s and 1970s: BCG and the rebirth of content

			During the late 1940s and 1950s McKinsey, Arthur D. Little, and Booz Allen Hamilton seem to have done a lot of export market studies and Organizational Design for US companies. The latter projects often consisted of replicating first the departmental structure learned at DuPont and then the product/market structures learned from Alfred P. Sloan at General Motors, “a car for every wallet.”

			   

			The Boston Box
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In 1963, Bruce Henderson left ADL to create an internal consulting firm for a bank. After the project was done Henderson formed the Boston Consulting Group (BCG) as a strategy firm. BCG developed several strategic frameworks that seem very simple by today’s standards:

			The Boston Box was a simple two-by-two matrix used to rationalize current strategic activities.

			   

			The Growth Share Matrix
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			The Growth Share Matrix with its “Milk Cash Cows, Invest In Stars, Divest Dogs, and Fix Problem Children” was used to rationalize a portfolio of businesses. 

			   

			The Experience Curve
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			The Experience Curve showed how learning occurred with cumulative production volume thereby reducing costs. It is a simple idea, “practice makes us better,” but it was based upon correlation analysis of detailed production and cost data that showed how businesses learned more efficient ways of doing things over time. Some thought this happened automatically; the wise realized that you had to actively manage learning from experience and adopt the lessons to reduce costs. 

			These simple concepts revolutionized strategy consulting.

			As we’ve already seen, the industry grows when consultants leave and start new firms. (Of course, if the market slows there is consolidation, but when did an entrepreneur ever worry about that?)

			In 1973, Bruce Henderson decided to accelerate with internal competition. He created three internal firms, red, blue, green. The leader of the blue team, Bill Bain, developed a different model of consulting with key client Union Carbide.  Rather than the usual six- to eight-week study, Bain sold a $25,000 per month retainer and took responsibility for longer-term results. Henderson and other BCG partners objected to the risk. Bill Bain left (with Union Carbide) and formed Bain & Company.

			The model was extraordinarily successful; Bain grew exponentially. When I worked for Forum, Bain was a client and we were invited to the Bain holiday party. I remember a lot of people my age passionately singing “BAIN -we’re gonna grow forever!” to the tune from the 1980 film Fame. Bain is now one of the Big Three, all of whom have some retainer contracts. Bain also created Bain Capital to capitalize on the long-term results they were achieving with a private equity model.

			The industry often grows by dispersion: ADL spawned BCG, which spawned Bain, which spawned LEK and Parthenon. McKinsey tended to keep its partners in the firm after the split with AT Kearney, but Jon Katzenbach of Katzenbach Partners left McKinsey when he was over the mandatory retirement age with the firm’s blessing. Often spinoff firms run into trouble at the first recession and are acquired. Katzenbach Partners was acquired by Booz in 2007 and is now part of PwC. 

			The other kind of content firm -Technology and Systems Integrators

			I frequently self-describe as the “original late adopter,” so I am probably not the best source for the history of technology consulting, despite the fact that my mother became a computer programmer in 1956. Here is my limited understanding of this industry.

			These days, Information Technology (IT) consultants may work for the Chief Executive Officer (CEO) or the Chief Information Officer (CIO) delivering such services as IT strategy, IT architecture planning, IT Security, or Enterprise Requirements Planning (ERP) services. Or they may work for various department heads for services such as data analytics, IT implementation, software management and systems integration.

			Let’s just think for a minute about what has happened to computer technology in the thirty-seven years that I was a consultant.

			
					Hardware – Mainframes, mini-computers like DEC PDP-8 and the IBM 360 (my mother was on the operating system programming team in the early ‘60s and the 360 was still in operation in the 1980s), Personal Computers (PCs and Macs), laptops, tablets, flip-phones, smart phones.

					Software - Operating systems for all of the above written in multiple languages 

					Systems and Systems software - Financial and Management Accounting, Production Planning, Inventory management, materials requirements planning, Enterprise Requirements Planning (ERP providers like German firm SAP cast a huge shadow) HR Systems (PeopleSoft and the long awaited SAP HR Module) Customer Relationship Management (Oracle, Salesforce.
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