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INTRODUCTION

Your ultimate success as a consultant is going to depend more on how well you manage and run your consultancy as a business, (than as opposed to) the specialized consulting skills and background that you bring to the business. Many extremely knowledgable and talented professionals have not succeeded in consulting because they did not view consulting as a business in itself and did not develop the skills necessary to succeed at this business. On the other hand, many people with only average skill in their particular profession, have developed thriving consultancies—because they did a good job of running their consulting business.

This book is designed to show you all of the in’s and out’s of starting and successfully running an independent consulting business. It is designed to fill the gap between the skills you have learned in your particular profession and the information that you need to know to turn those skills into a flourishing consultancy. Like any other business, you will more likely succeed at consulting if you carefully develop a plan and a strategy for your business, than if you just start trying to land clients.

Landing clients might at first seem like a formidable task—but as you will learn in this book there are many proven techniques that enable you to develop a steady flow of new clients. You’ll learn how to solicit potential clients, how to to get potential clients to contact you, what to say on the phone with potential clients, and how to make an in-person presentation. You’ll learn how to create all kinds of different proposals—and what the key elements are that make a proposal much more likely to win an assignment.

There are many other facets of the consulting business that you need to know—and this book covers them all. From pricing your services, to renting an office, to legal issues—you’ll get the inside story from David Kintler, the primary author of this book and a highly successful consultant. You’ll learn how to run your consulting business right! And you’ll soon be consulting your way to success!

Bob Adams

Founder and President

Adams Media Corporation





CHAPTER 1

GETTING STARTED
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Getting started in consulting is like building the foundation of a house. The key is to build a solid foundation in order to build a strong business. Some of the very important starting steps include: developing a mission statement; writing up a target market profile; identifying your competition; doing a service benefits analysis; and creating a unique selling proposition.
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TO BEGIN

Congratulations! After all those years in corporate life, you’ve decided to start a consulting practice. This is a new era—and that means corporations are continually downsizing and rightsizing. Whatever you want to call it—things are not the same. The opportunities that used be present in corporate life—the security, the path to advancement, and the ability to build a future are just not what they used to be.

Perhaps you’re at a place where you’ve had it with corporate life. Maybe your company has merged with another, and you’ve been reengineered out of the new organization. Perhaps you’ve been asked to move to one of the worst cities in the U.S. at a lesser position. It could be that you don’t believe in the company you work for—or your boss is a total turkey. You know there has to a better way—and consulting seems like the answer.
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THE GOOD NEWS

A consulting practice can be all that you dream it can be. Just some of the things that it will provide you are:



	     The opportunity to put to work the knowledge that you’ve accumulated in your years of industry experience

	     The ability to enjoy the freedom and independence of doing your own thing

	     The possibility of achieving excellent financial rewards

	     The flexibility of living wherever you want

	     The freedom to take on those assignments you feel are stimulating and rewarding—and the option of walking away from opportunities you don’t intrinsically enjoy

	     The chance to meet new people in other companies and industries

	     The satisfaction of working with the best resources you can find to get the job done





YOUR SERVICES ARE IN DEMAND

The career opportunity you’ve chosen is one of the most rapidly expanding areas in business today. As reported in Management Constant International, published by Lafferty Publications, Ltd., “Combined revenues [in 1995] at the top 30 firms grew by 21 percent to $23.2 billion in 1995.”


Consulting firms are fast becoming an essential outsource service for downsizing companies.



Because of downsizing, companies are increasingly outsourcing for services and expertise no longer available from their own staff. Consultants bring their time and expertise to help fill in the gaps. You are needed because you have skills, experience, or knowledge not perceived to be available in-house. Companies or individuals may need your help to:



	     Oversee or conduct special projects because an organizational overload requires a knowledgeable outside resource

	     Analyze existing organizational functions, operations, and results to recommend specific areas and actions for improvement

	     Be the outside resource that acts as an `agent for change’

	     Develop and conduct training courses specific to a company’s needs




The consultant’s objective position can help streamline and. improve a company’s overall performance.




	     Provide an objective third-party viewpoint on strategic planning, marketing, and other operational issues to help companies avoid pitfalls and wasted effort

	     Troubleshoot tactical issues, such as sales performance, to help improve a company’s quarterly results

	     Provide technical advice in product development or manufacturing areas

	     Write articles, white papers, and technical product bulletins and manuals

	     Create marketing and promotional materials

	     Conduct computer consultations to help resolve MIS issues, including software, networking, and client-server applications and to assist in computer system hardware and software selection

	     Bring financial background and industry resources to bear to help a company resolve financial issues

	     Act as the outside resource used to provide product evaluations—including competitive analysis





This list is not all-inclusive. What’s important is that you can take the skills you’ve developed and the experiences you’ve gained to add value to the companies you’ve worked for directly in corporate life—and now add value to the firms you consult with.

ARE YOU COMMITTED?

This all sounds great-so why aren’t there more consultants? One reason is that in order to be successful at consulting, you must be totally committed. In fact, the four keys to consulting success are:


Consulting demands the complete dedication of the consultant to the practice.





	     Total commitment to making a success of your practice

	     Meaningful differentiation of the services you have to offer

	     The ability to sell yourself

	     The deserved reputation for providing more value than expected





What about total commitment? If it’s not there—forget it. You’re better off getting another job in a corporation. Don’t use consulting as a way to run away from the problems in a corporation. You’ll be running from one set of problems to another—with a lot more surprises! Consulting is a lifestyle you choose for your future because of what it gives you.

I’ve had my own consulting and training business for six years. I’m convinced that the number one reason I’ve been successful (and success to me is having my net worth increase every year) is that I’ve chosen this career lifestyle for the rest of my working life. It’s so good I don’t even think of retiring—I’m allergic to leisure. When I left corporate life as a Vice President of Sales for a Computer Systems Division, I vowed I would never work for another corporation again. This isn’t an indictment of the corporation—it was the best job of my corporate career. I worked for a General Manager who was the best boss I’ve ever had. But I was committed to making my own consulting business a `go.’


You can’t just dabble in consulting and expect to succeed.



Here’s how not to succeed. Don’t just dabble in consulting or use it as a `holding pattern’ until something better turns up in a corporation. It’s okay to do this if you recognize that this is your real purpose. But if you’re just not sure—if you haven’t made up your mind to stick with it—a divided purpose is a recipe for disaster. Someone once said, “A man without a purpose is like a ship without a rudder…” This is especially true in beginning a consulting business.

As an example, a good friend of mind was a corporate casualty and believed that companies would use him for consulting assignments because of his vast experience in the process control industry. This sounded good to me until I called him a few times and found he was watching TV or taking a nap! Thankfully, he’s now out of his `dabbling in consulting’ business.

CHALLENGES AND OBSTACLES

Here are some challenges and obstacles you may encounter in launching your own consulting practice:



	     Getting your first assignment

	     Financial uncertainty

	     Gaps between assignments

	     Timing

	     Lack of control

	     New skills sets are required

	     Developing a resource base for project assignments

	     Developing strategic alliances

	     Developing relationships that lead to business success





GETTING YOUR FIRST ASSIGNMENT


Finding your first assignment is a sure test of your dedication to consulting.



Unless you are able to connect your knowledge and experience to the needs of a contact you currently have, it may be awhile before you get your first assignment. I was fortunate to have an in-depth knowledge of computers used for real-time applications. As a result, I landed my first assignment for conducting a competitive analysis study for a computer corporation within 33 days of starting my business. You can do this too. We’ll explore how later in this book.

FINANCIAL UNCERTAINTY

There’s something about a corporate paycheck that can be addicting. Perhaps this is no big deal to you, but if you’re supporting a family they can get really nervous when that paycheck disappears. The only way to solve this issue is to continually hustle for business. You must be confident of the value of what you have to offer, and possess the materials and skills to help you put your best foot forward. This book will show you how to do that.

GAPS BETWEEN ASSIGNMENTS

The biggest trap consultants get into (and that includes me) is that we get comfortable with the work and income flow from our existing client base. But they can dry up in a hurry. All it takes is a change in top management, financial belt-tightening—even the successful completion of a long-term project—and that income flow disappears. But we haven’t taken the time to find and sell new opportunities because we’re too busy. We often get so caught up in the tasks at hand, we drop the ball that is our future.


Staying on top of new business projects will keep business afloat.



If we haven’t done our homework, when a major project is over, it’s like starting the business up all over again until we get a new contract. There’s no need for this to occur. Once you learn this lesson (hopefully with this book) it won’t happen again. It’s no fun in the `tween times.

TIMING AND CONTROL

In a consulting practice, timing and control are quite different from what we learned to expect in corporate life. There, everything was relatively simple. It was a cause-effect environment. We issued a directive and things got done, sometimes on schedule. There was a predictability and rhythm to the culture of the company. Our actions as corporate manager or executive made things happen. Running a consulting business will give you a whole new perspective on timing and control.


Consulting is a relationship business that relies on the need, of the client.



First, any time-related issues are those of your client. Wait a minute, you say. I’ve got an unbeatable selling proposition, my promotional materials are excellent, and I’ve got great references. I can really help this company, and they just are not responding right now. What’s up?

You may have a great story to tell to a prospective client, but they may not be ready for your services yet. It’s not time—other issues are more important. In corporate life you were part of the mainstream, but here you’re an outsider. That’s why a successful consulting business is a relationship business. When it’s time to use the services you can provide, you want to make sure they’ll call you instead of someone else.


Control of the situation is always in the hands of the company.



Second, let’s talk about control. In corporate life, you may have believed that through the application of appropriate management techniques you were able to control the actions of the people who worked for you. In a consulting practice, you only influence, you don’t control. One of the temptations to overcome is attempting to take control of a situation where you are contracted to be an advisor. I once blew a consulting contract with a major workstation supplier by attempting to run a project that was going south instead of acting as a advisor. Old corporate habits, especially management ones, die hard.

NEW SKILLS SETS ARE REQUIRED

Remember when you used to be to able dictate a letter or send an outline to the marketing department to create some visual aids? With a consulting practice, those days are gone, unless you want to spend a lot of money using outside service firms. Some of the new skill sets you’ll need to develop are:



	     Computer literacy—this means learning word processing, spreadsheets, presentation graphics, database manager (for direct mail campaigns), and desktop publishing

	     Positioning your services—becoming a streetwise marketing guru

	     Sales skills—even if you’ve been a VP of Sales, it’s back to square one. Most likely, you’re like I was and will have to relearn the basics.

	     Writing winning proposals—it’s all up to you

	     Handling money—why is it so easy to spend?

	     Time management and discipline—this means being at your desk on time and putting in a full day—every day





DEVELOPING RESOURCE BASES FOR PROJECT ASSIGNMENTS


Outsourcing can help you improve your services for company clients.



By now you’ve figured out that you can’t do everything supremely well. Other people are more gifted than you are in some areas. Don’t hesitate to use them if they’ll add to the success of a project. Outsourcing some of the fees you receive may be one of the best investments you’ll ever make. One client contracted me to develop a new-hire training course from scratch. I immediately sought out the best I know in the business and achieved an unbelievably high 4.75 out of 5.0 rating for a pilot training course.

Here are some of the areas where you may need to have outside resources help you:



	     Graphics design for preparation of marketing and promotional material

	     Technical, marketing, or financial functions

	     Letter writing

	     Telemarketing

	     Telephone answering

	     Dictating and typing

	     Printing

	     Any other services you may need that you do not have the skills to provide





DEVELOPING STRATEGIC ALLIANCES

Yes, there are others out there in the consulting world—the `no man is an island’ truism applies here in spades. Developing mutually beneficial business relationships with your peers in the consulting world can help you to:



	     Add value to an assignment where others may require your services

	     Provide referrals where and when they can’t handle an assignment

	     Offer reciprocity with finders fees to provide financial incentive





DEVELOPING RELATIONSHIPS THAT LEAD TO BUSINESS SUCCESS


Successful consulting depends upon the creation of mutually beneficial business relationships.



You probably realize that your success in corporate life was not solely because of your knowledge and skills—much of it had to do with the relationships you had with your superiors, peers, and subordinates within the company or companies. Now that you’ve left the corporate scene, those relationships are gone (unless you get your initial consulting contract from your existing employer).

Success in the business world depends on relationships. You’ve heard, “It’s not so much what you know, it’s who you know.” There’s more to it than just knowing—a relationship—a mutually respectful connection must exist. And you’re going to have to develop a lot of new relationships quickly! We’ll share how to do this later.

HOT GROWTH AREAS FOR CONSULTANTS IN THE ’90S

Virtually all industrial areas and some governmental areas in the U.S. will be using an increasing amount of consulting services between now and the turn of the century. Consulting is one of the fastest growing professions in the ’90s. The following factors provide the business climate that contributes to this growth:



	     Large corporations are reengineering and downsizing

	     Small business start-ups are on the rise

	     Specific industries are experiencing significant growth





Two years ago, Business Week projected that the consulting profession would grow by double-digit rates for at least the next five years. Results currently reported in Management Consulting International confirm these figures. This trend has not gone unnoticed by MBA graduates—the percentages eschewing corporate management positions for consulting opportunities is increasing.

LARGE CORPORATION REENGINEERING AND DOWNSIZING

Layoffs create major opportunities for consultants. The quest for survival and increased quarterly profits causes major corporations to cut staff expenses to come in line with revenues and profit projections. Companies that I have consulted for pride themselves on high revenue-per-employee ratios.


Consultants help soften the blow of downsizing by sharing their professional expertise.



Although the number of people within a company is less, the tasks still have to be accomplished; and the jobs must get done. Corporate downsizing creates consulting opportunities in large companies and the small companies that serve the corporate giants. First, consultants are engaged by large corporations to compensate for the knowledge gap created by departed employees, either through layoffs or early retirement. Second, large firms outsource to small business subcontractors, who in turn need consulting resources for expertise that may not be available in the smaller firm.

SMALL BUSINESSES


Small companies are the sources of most of the new jobs created, today.



Most of the jobs being created in the U.S. today are in the small business sector. Many small business firms compete with the corporate giants, while others have large corporations as their customers. Whatever market is being pursued, small businesses typically don’t have the depth of resources available to large corporations. Two types of consulting opportunities exist; providing consulting services in your functional area of expertise and working for the small company on a temporary (`temp’) basis.

HOT GROWTH AREAS FOR CONSULTANTS


Advancements in communications and software are areas of the most growth for consulting—but there’s plenty of consulting demand in almost every industry.



The following table provides a capsule summary of some of the major growth areas for consulting in the ’90s.



	Industry
	Growth Areas for Consultants



	Health Care
	Outsourcing human resource functions including benefits administration, outplacement, and recruiting.



	
	Outsourcing patient care functions, requiring consulting support for administration and recruiting.



	Telecommunications
	Software development, including security and billing products, setup and installation of microwave and satellite links.



	
	Network consulting to set up corporate Local and Wide Area networks.



	The Internet
	Marketing consulting in the design and implementation of Home Pages for small corporations. Technical consulting in the areas of communications software, operating systems, graphical user interfaces, and systems design.



	Finance/Banking
	Management and staff training and development including computer and software training and installation.



	Environmental
	Site testing and evaluation of toxins and other harmful chemicals for non-environmental companies. Expert testimonial consulting.



	Government
	Consulting to prime contractors serving the government to transition their capabilities for the private sector.



	
	Project consulting for defense-related projects.



	Not-for-Profit
	Management development, financial consulting, marketing and sales consulting, as well as consulting for fund-raising activities and events.




BUSINESS AND PERSONAL OBJECTIVES

This section is designed to help you put a framework in place for offering the capabilities of your consulting practice to prospective clients. This is not a discussion on developing business plans and developing a plan to start your own business. These issues are addressed later in the book.

TYPE OF CONSULTING PRACTICE


You’ll need, a concrete framework for your practice in order to attract the right clients.



What type of consulting practice are you considering? Are you offering a highly specialized service to a very specific market niche or are you operating more as a generalist? You could also be offering services as a “temporary executive.” Describe the nature of your consulting practice below.

Questions to consider include:



	     What type of consulting practice are you operating?

	     What types of services and products will you offer?

	     What are the business objectives of your consulting practice?

	     What are your specific objectives and their schedule for accomplishment?

	     What are your criteria for success in your consulting practice?





Other questions to consider include:



	     What kinds of services will you offer?

	     What are the types of clients that can use these services?

	     Who will be your primary market? Your secondary market?

	     What strengths and experiences do you have that enable you to effectively offer these services?

	     What kinds of expertise do you need to acquire to more effectively offer these services?

	     What types of resources do you need to more effectively offer these services?





SERVICES AND PRODUCTS OFFERED

Are you going to just show up or will you develop a series of tools to help your clients achieve the results they want? Some of the tools to consider offering are:



	     Surveys for organizational effectiveness (your client and your client’s customers)

	     Tools for analysis (financial, sales and marketing, manufacturing, human resources, customer service)






The tools you used, to improve your services will help create a solid, client base.



List below those tools that you intend to use to increase your value to your clients. These could include: analysis tools and systems you’ve used in your past life as a corporate manager or executive; tools you’re going to develop from scratch; or approaches and systems you can use to offer in conjunction with another consultant. Describe the tools you will be employing in your consulting practice.

BUSINESS OBJECTIVES


	What do you want your business to be? (Describe in 25 words or less.)

	Are you going for national market penetration or will you concentrate regionally?

	Will your consulting practice consist primarily of your efforts or will you have a staff? If a staff, what kinds of people and when? Are you hiring employees or using the services of Independent Contractors?



SPECIFIC OBJECTIVES AND SCHEDULE FOR ACCOMPLISHMENT

What are your specific objectives?
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SUCCESS CRITERIA


Your own personal goals help determine how successful your consulting practice will be.



One difference between a career in corporate life and operating your own consulting practice is that it’s personal—the business is YOU! Because some degree of success is tied to your self-esteem, you need to know why the business is important to you.

What’s neat about this is that you determine what goes into your performance appraisal—no one else is involved!

First, will your life be different when you achieve your five-year objectives, one-year objectives, and the things you have committed to accomplish in the next ninety days? Consider your objectives from these three perspectives:



	     Financial

	     Mental

	     Personal





Second, what has to be present for you to be satisfied with your consulting practice? What are those things that must happen for you to know that you are satisfied with your business? This is highly personal. Some consultants strive to grow a million-dollar consulting business—others do just enough consulting to have a comfortable lifestyle. Let’s design how you’d like your life to work as a result of your being a consultant.


Design your practice to fulfill your ideals for success.



What are your success criteria? What has to be present for you to know your consulting practice is a success? List your success criteria below:


	_________________________________________

	_________________________________________

	_________________________________________

	_________________________________________

	_________________________________________

	_________________________________________

	_________________________________________

	_________________________________________

	_________________________________________



Test these criteria. For each one list what’s important to you.


	_________________________________________

	_________________________________________

	_________________________________________

	_________________________________________

	_________________________________________

	_________________________________________



SAMPLE SUCCESS CRITERIA

To help you with this process here’s an example:

What are your success criteria? What has to be present for you to know your consulting practice is a success? List your success criteria below:


	A net income before taxes of $150,000 per year

	A wide variety of challenging assignments

	Working with top executives in the companies I serve

	The ability to make a difference in the results of the companies I work with

	National prominence in the field of consulting

	Travel to the major cities of the world



Test these criteria. For each one listed, what’s important to you.


	Net income of $150K means a great lifestyle—homes in Florida and the Northeast. The ability to help out our children when they need it and to have fantastic vacations for my wife and myself.

	Challenging assignments mean that I stay abreast of the latest that’s happening in business and that I develop my mental capacities to the utmost. It also means I’ll take prudent risks. Based on my background I know I can do things I haven’t done before. This means personal growth and the satisfaction of accomplishment.

	Working with top executives: Although I’m an “outsider” now, this is the group I came from. I enjoy associating with those who used to be my peers. As a consultant serving high levels, I’m still part of the “club.”

	Making a difference means I add value to the companies I serve, which gives me a strong sense of satisfaction.

	National prominence: I like to be recognized for the good things I do. I am driven to achieve, and being known at a national level is recognition of that achievement.

	I like the excitement of travel and going to new places, seeing new people, and experiencing new things.



MISSION STATEMENT


A Mission Statement helps to define the goals of your consulting practice.



With your success criteria in mind, you have the required material to generate a Mission Statement for yourself. A Mission Statement provides a capsule summary of who you are and where you are going. It’s a clear statement of what you want to accomplish with your consulting practice.

Taking the example criteria above, here’s an example Mission Statement.

My name is ________. I am a nationally recognized expert in the field of consulting to the __________ industry (or profession). I work with the top management of the corporations I serve, and add value to their operations. By accepting challenging assignments and by taking maximum advantage of my capabilities and experience, I am able to make a measurable difference in the results of the companies I serve.

Because of these results and my reputation in the field, I have an enjoyable lifestyle with a gross income of $150,000 per year. This allows me to live where I want when I want, to travel extensively, and to support my family in style.

Now it’s your turn. Craft a Mission Statement of 100 words or less that includes the following three items:



	     Who I am and what I do

	     What I accomplish

	     My success criteria






You need, to define your own Mission Statement to truly realize your goals for success.



We’ve just scratched the surface. Revisit this section when you complete the rest of this program and periodically thereafter. It’s important for you to know your current success criteria and where you stand in their achievement.

TARGET MARKET PROFILE

What is your target market? Who are your prospective customers? Where are they, and what are their characteristics? The Fortune 1000; small businesses between $10 million and $30 million? Is the size of a company enough information to target the companies that might use the services offered by your consulting practice?


By focusing your services in a clear direction, you in fact increase your flexibility and potential for success.



The more specific you are in focusing your services, the more likely you will be successful. The more you understand the needs of the specific person you intend to serve, the higher your likelihood of winning the business. This means rifle shooting—not a shotgun approach. Won’t you lose flexibility? Absolutely not. There’s infinite flexibility in the various turns a consulting practice can take. Look for options within the direction you have chosen for your practice.

We’ve designed the Target Market Profiler to help you. It will enable you to operate with a strong sense of direction and knowledge about who you want as clients for your consulting practice. And because your practice is about people, we’ve included the psychographics of your prospect as well as the characteristics of his or her company.

TARGET MARKET PROFILER

1. Industry/Product/Service Classification


In what industries do you have experience or prefer to work? What are the companies/products produced with which you prefer to consult to? What are the companies/services provided with which you prefer to consult to?

From what industry or types of industries will your consulting business be obtained and in what priority?



2. Company Size and Location


What is the size of the firms you have selected to target your efforts?


	     Annual revenues

	     Number of employees



Where will you get your customers? (regionally, nationally, internationally) and where will you be concentrating the majority of your efforts?

Approximately how many prospective companies in your primary and secondary market areas are there?



3. Market Analysis


What types of consulting requirements do your target prospects have and how do you know them? How is your typical prospect currently meeting his or her requirements?

What time of year will your services be most in demand? What will be the typical length of one of your consulting assignments?

What market trends or shifts do you see emerging in the next six to twelve months that could affect the type of consulting services you offer to these clients?

What technological, economic, or social trends could emerge in the next twelve months that could affect your consulting business either positively or negatively?



4. Competition


Knowing the positions and strategies of the competition helps to narrow your own consulting practice’s focus.




Who are your chief competitors? Do you know them personally? Do they have more resources and industry awareness than you? Is their perceived value high?

How do they price their services? Are your prices higher or lower than theirs?

What are the typical payment terms or agreements for consultants in your industry (e.g., 25 percent upon signing, 25 percent upon first deliverable, 50 percent on final delivery)?

What are the strengths and weaknesses of each of your chief competitors as compared with the services you offer?
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How do your competitors obtain business now (direct mail, advertising, telemarketing, direct sales, networking)?



5. Prospect Personal Profile


Good, consultants can “read” clients to determine the appropriate focus of their services.




Who are typically the decision-makers responsible for selecting your consulting services? What are their titles within the prospect organization?

What types of professional and personal challenges do they face that can be addressed by your services? What is the typical educational background of these decision makers?

What organizations (professionals and charitable) are they likely to belong to?

What magazines and periodicals do they read?

What is the typical age range of each of the persons likely to decide upon your services?

Have you prepared a list by name, title, company, address, and phone number for each of the potential clients in your target markets? If not, how will you compile such a list?



Here’s a completed example provided as a model for your efforts. The consulting firm in mind (mine) has targeted high-technology companies in Massachusetts for a major marketing campaign.

SAMPLE TARGET MARKET PROFILER

1. Industry/Product/Service Classification

In what industries do you have experience or prefer to work?

High-technology companies

What are the companies/products produced with which you prefer to consult to? (product pop-up list):

Computers systems

Telecommunications

Software

Graphics systems

CAD/CAM Systems

What are the companies/services provided with which you prefer to consult to? (services pop-up list):

Technical resources

Health care

From what industry or types of industries will your consulting business be obtained and in what priority?

Computers systems companies

Computer peripherals

Data communications

Applications software

Systems software

Graphics

CAD/CAM

Health care

Industrial control

2. Company Size and Location

What is the size of the firms you have selected to target your efforts?

 Annual revenues

Priority No. 1–$50–250 million

Priority No. 2–$25–50 million

Number of employees

Priority No. 1–over 200 employees

Priority No. 2–over 100 employees

Where will you get your customers? (regionally, nationally, internationally) and where will you be concentrating the majority of your efforts?

Regionally—in the Massachusetts area

Approximately how many prospective companies in your primary and secondary market areas are there?

Priority No. 1–211

Priority No. 2–178

3. Market Analysis

What types of consulting requirements do your target prospects have and how do you know them?

Competitive analyses

Sales productivity

Sales training

Organizational effectiveness

Know this from contact in the New England area and my background in corporate life

How is your typical prospect currently meeting his or her requirements?

Typically, meeting requirements with internal resources with some consulting or training contacts.

What time of year will your services be most in demand?

4th Quarter–getting ready for the new year

1st Quarter–kicking off the new year

What will be the typical length of one of your consulting assignments?

Minimum one week, typically four weeks

What market trends or shifts do you see emerging in the next six to twelve months that could affect the type of consulting services you offer to these clients?

Stock market volatility and higher interest rates suggest a slowdown beginning December 96–March 97. Sales productivity pressures will increase. What technological, economic, or social trends could emerge in the next twelve months that could affect your consulting business either positively or negatively?

Consulting and training approaches may start to become available on the Internet. Because consulting is primarily a people business, I don’t consider this to be a factor.

Computer system price-performance will continue to improve, putting competitive pressures on suppliers, especially those that don’t manufacture their own CPU-chip technology. These cost pressures could reduce the funds available for consulting.

4. Competition

Who are your chief competitors? Do you know them personally?

Computer Systems Consulting–MarketSphere–know personally

Telesales/telemarketing–Multi-Track–know personally

Sales Training–Holden–Power Base Selling–do not know

Do they have more resources and industry awareness than you? Is their perceived value high?

Both MarketSphere and Multi-Track have established a presence in New England. Existing relationships may provide a higher perceived value.

Power Base Selling is well-known nationally–some sales forces have set it up to be their `culture’.

How do they price their services? Are your prices higher or lower than theirs?

I do not have current pricing information. Consulting prices tend to be situational (whatever the traffic will bear). Industry training prices are typically $795 per person (three-day course) for training courses like Holden’s.

What are the typical payment terms or agreements for consultants in your industry (e.g., 25 percent upon signing, 25 percent upon first deliverable, 50 percent on final delivery)?

Typically 10 to 25 percent on signing, with remaining percentages allocated among the number of deliveries, with a final payment of 10 percent plus (can vary widely) with the final delivery. Many consulting assignments are over a term of weeks, and payment for the consultant’s efforts is made much the same way as the paycheck for its employees.

What are the strengths and weaknesses of each of your chief competitors as compared with the services you offer?
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How do your competitors obtain business now (direct mail, advertising, telemarketing, direct sales, networking)?

Consulting competition primarily markets through word-of-mouth with some direct mail effort.

Training companies use a commissioned direct sales force, establish market awareness with books and articles, and advertise minimally.

5. Prospect Personal Profile

Who are typically the decision makers responsible for selecting your consulting services? What are their titles within the prospect organization?

Vice President (or Director) of Sales

Vice President (or Director) of Marketing

What types of professional and personal challenges do they face that can be addressed by your services?

Increased cost of a direct sales force

Lower profit margins

Lower selling price for products (means must sell more volume)

Technology advances accelerate obsolescence

Products are becoming a commodity

What is the typical educational background of these decision makers?

Undergraduate degree in an engineering or math discipline

Graduate degree in business (for some)

What organizations (professionals and charitable) are they likely to belong to?

Sales and Marketing Executives

American Management Association

What magazines and periodicals do they read?

Wall Street Journal

Fortune

Advertising Age

Forbes

Sales and Marketing Management

Personal Selling Power

Selling

What is the typical age range of each of the persons likely to decide upon your services?

Vice President 45–55

Directors 35–45

Have you prepared a list by name, title, company, address, and phone number for each of the potential clients in your target market? If not, how will you compile such a list?

Used a 1994 CorpTech database to determine available market—tuned list from 1996 Massachusetts High Tech Directory

SERVICE BENEFITS ANALYSIS

How well have you defined the consulting services you are going to provide to your target market? Have you been curiously specific or uninterestingly general? You create interest in what you have to offer when you are positioned as having something specific to offer rather than a collection of generalities and platitudes.

What if you provide financial services to small businesses? What does this really mean? Do you see them once a year during tax season, are you viewed as an extension of their finance department, or are you their entire finance department? You need to be able to articulate this quickly, effectively, and in a way that the prospective user of your services can get interested—maybe even excited—about the potential of what you have to offer.


Being up-front and personal with clients helps you to stand, out as an effective consultant.



Why should a prospect choose you out of a group of consultants who are offering to perform the same services? Most consulting firms describe what they do—and supposedly do well—with general benefit information. These are comfort-food statements with no real teeth in them, such as:



	     Better quality

	     Faster service

	     More experience

	     Better this and more of that (blah, blah, blah)





When you describe what you do in specific terms and specify what benefits the client will obtain, you set yourself apart from the pack. Let’s gather the data you’re going to need to uniquely position your consulting services with the following Service-Benefits Analysis Interactive Questionnaire.

SERVICE-BENEFITS ANALYSIS INTERACTIVE QUESTIONNAIRE

1.What benefits will your clients derive from contracting your services?
___________________________________________________________________________

2. How will they measure the success of your efforts?
___________________________________________________________________________

3. Why will your clients choose you over another consultant?
___________________________________________________________________________
___________________________________________________________________________

4. What is your biggest benefit or value-add to this market?
___________________________________________________________________________

5. Prove your claim. To what do you attribute that benefit?
___________________________________________________________________________

6. How will your clients perceive this benefit relative to your competition and your background, including work experience, accomplishments, and past clients?
___________________________________________________________________________

7. How will your market be able to distinguish your services and practice from those of other consultants in your field?
___________________________________________________________________________

8. How will you continue to add value after you have completed the assignment?
___________________________________________________________________________

9. What unique skills, talents, or knowledge do you possess that your market would find critical to solving their problems?
___________________________________________________________________________

10. Describe the services you plan to offer and the benefits your clients will derive from those services.
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________

11. Rank, in order of importance, the services you feel will be most in demand from your clients and why.
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________

12. What free consulting service can you offer that demonstrates the difference you provide to your customers? Examples are: internal surveys; white papers and study results; training demonstrations
___________________________________________________________________________

13. What types of guarantees are you prepared to offer? Examples are: money-back if not satisfied; revisions to the work until they are satisfied; no payment until results achieved
___________________________________________________________________________
___________________________________________________________________________

14. What will be the impact on your customers’ bottom line as a result of your services? Examples are: improved time-to-market for a new product; better financial results from better asset management; increased sales productivity through sales training efforts; better market response because of better promotional materials.
___________________________________________________________________________
___________________________________________________________________________

15. Are you prepared to quantify the results you can provide to a customer? For example: reduce time-to-market from 6 mos. to 3 mos.; improve quarterly return-on-assets performance by 15 percent; increase sales productivity by 12.5 percent; provide 100 percent better response from direct mail campaign.
___________________________________________________________________________

SAMPLE SERVICE-BENEFITS ANALYSIS INTERACTIVE QUESTIONNAIRE

1. What benefits will your clients derive from contracting your services?


	     Increased sales productivity for direct and indirect sales forces, i.e., more sales volume from the same number of sales people



2. How will they measure the success of your efforts?


	     Sales results at the end of 90 days



3. Why will your clients choose you over another consultant?


	     Sterling list of referrals

	     Focus on results (will guarantee)

	     Strong industry and management background

	     Trademarked technology for sales training

	     90-day follow through program



4. What is your biggest benefit or value-add to this market?


	     Better sales results means more profits—the training pays for itself



5. Prove your claim. To what do you attribute that benefit?


	     Have testimonials and letters as proof. Consulting and training methods are working.



6. How will your clients perceive this benefit relative to your competition and your background, including work experience, accomplishments, and past clients?


	     Guarantees reinforce the relative benefits offered. Background as a sales VP is a plus as well.



How will your market be able to distinguish your services and practice from those of other consultants in your field?


	     Image (carried out in literature and presentation material)

	     Focus on results—and methodology and technology to support claims

	     90-day follow through program to ensure we deliver the results committed



8. How will you continue to add value after you have completed the assignment?


	     Continual, regular follow-up. Many opportunities arise because of what I learned in previous assignment.



9. What unique skills, talents, or knowledge do you possess that your market would find critical to solving their problems?


	     Street-smart sales and sales management experience

	     Career which mixed both sales and marketing disciplines throughout

	     Strong background in high-technology products



10. Describe the services you plan to offer and the benefits your clients will derive from those services.


	     Sales training–Improved sales results

	     Competitive positioning–more wins against competitors

	     Marketing positioning–better market awareness, more leads, increased sales



11. Rank, in order of importance, the services you feel will be most in demand from your clients and why.


	     Inside sales training (many companies expanding this area and downsizing direct sales. I can provide needed skills training where currently none exists).

	     Direct sales force training in consultative and interpersonal selling skills—adds the dimension of people skills to existing product and strategic sales training.

	     Sales/marketing/product development consulting—can help companies to improve their time-to-market performance, especially required by high-tech companies.



12. What free consulting service can you offer that demonstrates the difference you provide to your customers?


	     Internal surveys

	     White papers and study results

	     Training demonstrations



13. What types of guarantees are you prepared to offer?


	     Money-back if not satisfied

	     Revisions to the work until they are satisfied

	     No payment until results achieved



14. What will be the impact on your customers’ bottom line as a result of your services?


	     Increased sales productivity through sales training efforts—typically 12.5 percent or more; bottom line impact situational for each client—depends upon profit margins

	     Reducing time-to-market by 30 percent has directly related bottom line results—again, situational by client.



15. Are you prepared to quantify the results you can provide to a customer? Yes, as examples:


	     Increase sales productivity by 12.5 percent

	     Reduce time-to-market from 18 months to 12 months



WHAT DOES IT ALL MEAN?


Total commitment to the improvement of a client’s operations is the greatest benefit you can offer.



The bottom line is that customers are interested in their bottom line. A tough businessman I know once said, “If you make your numbers there’s nothing you have to say; if you miss your numbers there’s nothing you can say.”
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Anything you can do to better your customer’s condition—either through a measurable improvement in his/her operations or dollars saved/profits increased—will go a long way in positioning the benefits you have to offer.

UNIQUE SELLING PROPOSITION

A unique selling proposition (USP) is your statement to the world that sets you apart from your competitors. It describes something that you—and only you—can do for your prospects and customers.

What is it about your consulting services that are different and unique? How are you different from your competition? Are you a better chess player, a slam-dunker, the old reliable, or the new gee-whiz gizmo? Are you the wizard behind the curtain or the formidable image on the screen?


Once your target clientele has been determined, it takes a high-impact and unique selling position to gain that clientele.



Once you have figured out your target customers and how your consulting services are different from your competition, you are on your way to developing strong statements that uniquely position you and the services you perform. Your USP is critically important in positioning yourself with your current and prospective clients.

USPs must be hard-hitting. They must be integrated into your company mission. You must focus on making the selling proposition a reality, not simply another slide show, brochure, or ballpoint pen emblazoned with your company logo. You must demonstrate a commitment both behind and in front of the curtain. Show your prospects strong, creative marketing, follow-through, and attitude. Your USP asserts where you are now and where you are going.

Involve your customers. Figure out who they are and what they need from you. Make them aware of what you do well. Knowing why you deserve your customer’s business is one of the most important issues you will face. Communicating that knowledge effectively is another.

Be specific. Don’t generalize. Use statements that are customer-specific. To a prospect in computer manufacturing saying a processor chip `does long division’ is not as meaningful as saying it `does long division more accurately than the Pentium chip.’

Remember, your consulting business won’t stay in business for long if you can’t deliver on your USP. Take a calculated risk! Be gutsy, but more importantly, be honest and deliver. Now—let’s develop your USP.


	In fifteen words or less, state what your consulting business does to benefit your customers. State the name of your company, the services you provide, and the major benefit produced. (Example: Enterprise Consulting provides sales productivity consulting for high-technology companies that measurably improves sales results.)

	Provide the supporting information that differentiates your services from other consultants. 
(Example: We guarantee sales increases of a minimum of 12.5 percent because:





	     We conduct an in-depth survey of your sales force and major account activity.

	     We work with your sales management to put in place action plans for obtaining increased sales from major accounts.

	     We conduct on-site training and coaching sessions to enhance the sales process and make sure that results happen.

	     We provide a 90-day follow through program to ensure results over the long-term.



   3. Add testimonials—information from your past experience—that supports your unique selling proposition.
(Example: We helped Modcore Communications build sales by 17.3 percent. Or, when I was Vice President of Sales for Confoundit Computers, we used this process to boost our sales by 28 percent.)

SETTING UP A HOME OFFICE


Your focus should, be impressing clients with your services, rather than with your corporate office.



If you are debating whether to set up an office in your home or lease commercial space, think quite seriously about keeping the office in your home if you can. Unless you expect clients to regularly visit your office, your face to the world will be your products, your services, your literature, and your marketing. Spend money in areas that your customers will really appreciate. Setting up a commercial office includes more expenses than just the cost of a lease. Even if you are not remodeling, you will undoubtedly undertake a few leasehold improvements. You might install additional electrical outlets, put in new carpeting, or paint the place. If you haven’t previously leased commercial space, you will have to place deposits with the phone, electric, and maybe even the heating fuel companies. And your fixtures and furnishings expenses for a commercial space will probably be more than they would be for a home office.

LOCATION


Even though you may work out of the home, try to maintain a professional atmosphere in your work area.



Your home office should offer privacy and enough elbow room to hold the equipment and furniture you will require to effectively conduct your business. If you plan to hold client meetings in your home office, look for a room or rooms that are removed from your family surroundings. Maintain as much of a professional atmosphere as possible.

BUDGET

Review your finances. Determine how much you can comfortably afford to spend outfitting your home office with equipment and furniture. Don’t forget to budget for additional phone lines, electrical wiring, carpentry, and supplies for the office. Before you spend a nickel, look around your home. Do you own items such as pens, paper, scissors, extra phones, tables, chairs, and desks that you can use in your home office?

BUILDING PERMITS

You will need an occupancy permit if you intend to run a business from your home in a residential area that is not zoned for business. Your local building and zoning department, typically located in your town or city hall, should be able to provide you with the necessary permits and advise you on all local zoning restrictions.

ZONING LAWS

Many localities do not permit any businesses to be operated in residential neighborhoods without a specific variance, which many zoning boards are very reluctant to grant except under extenuating circumstances. Often, variances are only given after an extensive public hearing which allows presentation of objections by all nearby residents.

Just because there are already some businesses operating in your neighborhood does not mean that your neighborhood is zoned commercially or that you will easily obtain a variance. Many businesses currently operating in residential neighborhood were “grandfathered in,” meaning that they were in operation before the zoning laws took effect and were therefore almost automatically granted variances.


Make sure that you research the local zoning laws before you begin your business out of your home.



There are literally millions of businesses operated in the U.S. out of homes in violation of local zoning ordinances. If all of these zoning laws were strictly enforced, all of these businesses would be forced to shut down and the entire U.S. economy would be dealt a significant blow.

Local government officials do not inspect homes to see if a small business office is tucked away in the corner. However, if a neighbor complains, then the building inspector is obliged to enforce the zoning ordinances. Furthermore, hanging out even a small sign, having commercial vehicles on the property, putting in additional parking spaces, or having a lot of client or employee traffic is likely to trigger a complaint even if you have friendly neighbors.

If your business is going to involve heavy truck or car traffic you also need to consider the safety of your neighbors. I remember one business property I considered buying in a residential neighborhood in South Boston had a commercial variance, but the variance prohibited any truck traffic after 2 p.m. because of the potential hazard to children attending a nearby school.

INSURANCE

Your homeowners’ insurance probably provides a rider that you can attach to cover computers and office equipment including copiers, fax machines, scanners, and printers. Check out the latest pricing on the equipment you own and select coverage limits that will protect your investment. You may also need insurance for vehicles used in your business and liability coverage for accidents related to the use of your product or service.

ANSWERING OPTIONS

Decide whether or not you want an answering machine, voice mail, or an outside service to field calls during your absence or unavailability. If it is important in your business to have a responsive human being answer customer calls, go for the service. Voice mail systems can be software-based systems that are either installed on your personal computer or purchased through an outside service provider, such as a telephone company, that offers voice mail boxes.

If you can afford it, have someone other than yourself answer your phones. Hire a receptionist, even a part-time one, or enlist the assistance of a family member or friend to help out two or three times a week. You’ll be surprised at what a professional impression this makes on outsiders. You’ll appear to be very well established!

CREATE AN IMAGE

Look professional. Create a logo, and use it on letterhead stationery, business cards, matching envelopes, four-color brochures, and sales collateral materials. Be consistent in your design. Carry the logo and color schemes throughout all of your business printing. Use good paper for printing. To get attention, sponsor a community event where your company name and logo will be prominently displayed.

DISCIPLINE


Working at home takes discipline to maintain your focus on work.



Focus on running your business. Eliminate distractions such as children, neighbors, and friends. Let your friends and family know that you are serious about your work. Tell them that they can’t just pop into your office whenever they feel like it.

Don’t wander into your kitchen for coffee. Don’t answer your personal phone. Don’t check on the dog. These diversions will hamper your effectiveness in managing and growing your business. Remember, you are at work and not really at home!

QUESTIONS & ANSWERS ABOUT HOME OFFICES

What really makes a home office appear professional?

The key is separating it from the house as much as possible. Ideally you should have a separate entrance. Living areas should not be visible from the office. At the very least, remove all non-business-related furnishings from the room you are using as an office. Another good idea is to erect internal doors to separate this room from the rest of the house. If any rooms or hallways connect from the house to the office, always make sure they are neat and kept as professional-looking as possible.

What should I give my first effort to?


Keeping your work area looking “professional” will help alleviate the distractions of home.



Chances are, like most small businesses, you are going to do most of your business over the phone. So, one of your first concerns should be how your office “sounds.” Answer your business phone with the name of your business. Have calls forwarded to an answering service if you are not going to be in your office. Try to block out any background noise that may sound like you are in a home environment. Some people try to change their voice to create the impression of being in a larger office. This is a transparent ploy. Don’t do it.

Are there inherent problems in having employees working in my home office?

The first obstacle may be in attracting people who want to work in a home office. Many people object to this sort of environment. But it is certainly possible to attract very talented, hardworking people who will work with you in your home.

If you intend to employ people within your home, check your insurance to determine whether or not you need additional liability coverage. You must also get workers’ compensation coverage, as this is mandated by law. You need to make sure your premises are safe in every way. And you should be aware that you increase your chances of zoning problems with every employee you bring into your home office.

Do I need to notify the post office of my business name?

If you verbally tell your regular mail carrier that you will be receiving mail addressed to your business name, problems will arise each time your neighborhood is served by a substitute carrier. You should inform the post office or put the name of your business on the mailbox. Place it in very small letters, though, so as not to alarm your neighbors.

Do I need a separate business phone line?

If you live by yourself, you may want to skip the expense of another line. This means every time the phone rings, you need to answer it as though it were a business phone.

You could install a second residential line, which is generally not as expensive as business service. The phone company may call after a couple of weeks, however, to see if you are using the second line for business purposes.

CONSIDERING COMMERCIAL SPACE

Moving into a commercial office space can be exciting for a small business owner. It signals a coming of age for a business that has outlived the usefulness of a home office. More space is needed to house new employees and more equipment, and to conduct meetings, conferences, and product demonstrations. A commercial office gives a small business owner the feeling of taking the business to its next level of growth—with continued growth expected and eagerly anticipated.

SPACE


You should, lease space according to your anticipated growth.



When considering how much commercial space to lease, add some extra space for growth to the total square footage of the space you are currently occupying. Determine how many employees you expect to be housing by the end of the next year. Determine what furnishings and office equipment you will need in order to accommodate them.

Decide whether or not you will need a reception area. Decide on the image you want to project through the layout and design of your space. Determine your need for conference and/or demonstration rooms. Try to project two or three years out from the start of the lease—will the new space accommodate your anticipated growth?

LOCATION

The location of your business is very important. If you locate in an upscale suburban neighborhood or a fashionable area of downtown, you may attract consumers with plenty of disposable cash. But you will also face high rents or leasing costs, and that puts you at risk for business failure. Less upscale areas may offer tax incentives or spaces with attractive lease options. However, these areas may have high crime or vandalism rates. And what about the commute? How far is it from your home to your new office? All of these considerations need to be carefully examined when deciding where to locate your business.
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