


Y ou just authorized a $1,000
invoice for an outside con-
sultant who spent one day
conducting a performance ap-
praisal workshop for your
organization. You hassled for an
hour with the purchasing
department because you had
authorized a $5.95 book without
using a purchase order. And the
person you work for turned down
your request for budget approval
of a new selection program.
"Nuts," you say, "Why do | put
up with this garbage? | wish |
could make $1000 per day. Let's
see now, $1000 per day x 252
weekdays equals 1/4 million
dollars per year! I'm in the
wrong job. I'm going to quit this
rat race and become an outside
consultant!"

Hold it right there—it isn't as
easy as it looks! In January 1974,
| evaluated several alternatives,
one of which was to "do my own
thing" as an individual consul-
tant. | spent six months in
careful planning and then resign-
ed my job as an education and
training manager to become a
full-time management consultant.
In the last quarter of 1974, the
economy came to a grinding halt,
and | almost failed. That | didn't
is largely a result of planning
what | was going to do before |
did it and being able to market
my services afterward. | was a
lot luckier than others. Compare
the names listed under "Manage-
ment Consultants" in a five-year
old telephone book with those
listed today. The mortality rate
is high, but it doesn't have to be.
You can increase the odds of
becoming successful as an in-
dependent consultant by carefully
analyzing what it is you want to
do before you do it:

» State a measurable goal;

» Develop activities or steps
toward this goal;

» Select critical steps;

» Determine potential
problems in each critical
step;

» Determine the probability of
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a problem occurring and its
seriousness if it does;

» Select major problems;

» Analyze each problem and
determine likely cause(s);

» Develop preventive and con-
tingency action for each likely
cause;

» Put key actions back in the
original plan.

To begin such an analysis, use
some of the material you pro-
bably teach, i.e., a planning pro-
cess. One of the better ones is
Kepner—Tregoe's potential pro-
blem analysis found in The Ra-
tional Manager. Write out a goa
statement like, "To have
established a management consul-
tant business that generates a
cash flow of $ xx gross by
19 " Next, write specific
step-by-step activities and com-
mit these to dates:

» Discuss with spouse by
January 15th;

« Analyze my salable strengths
by January 16th;

» Take a week's vacation and
determine market potential by
meeting confidentially with ten
key HRD managers in my
geographic area and complete by
February 1;

» Meet and discuss this plan

(determined in Step 6) by April
15th;

» Give notice at work by May
1st;

e Train a replacement for my
job;

» Determine if present
organization can use me as an
outside consultant by May 2nd;

» Write specific goals and ob-
jectives for my new business by
May 16th;

* Meet with CPA or book-
keeper and determine financial
records required by May 20th;

» Select ten key accounts and
visit them for an analysis of their
needs and determine what (if
any) services | can suppply by
June 1st;

» Contact other HRD friends
at other organizations and deter-
mine if they can use my services
by June 15th;

» Obtain membership list from
my local chapters in this region
by June 25th;

» Design a mailing for al pro-
spective clients and announce my
availability by July 1st;

» Follow up responses with
phone calls and meetings where
appropriate;

« Attend "Managing the Small
Business' workshop by July 30th;

"Nuts/' you say, "Why do | put up with this garbage?
| wish | could make $1,000 per day. Let's see now,
$1,000 per day x 252 weekdays equals % million
dollars per year!"

with other key successful con-
sultants by February 15th;

» Determine (rent/buy/bor-
row/use client's) equipment that
will be needed, i.e., overhead pro-
jector, 16mm projector, films,
etc., by February 20th;

» Project yearly business and
family expenses by February
25th;

» Locate resource people by
March 15th, i.e., CPA/book-
keeper, answering service,
printer and bank;

» Develop budget by March

20th;
» Locate source of funds

* Spend not less than 50% of
my time actually marketing my
services during the first year;

» Etc.

Next, in step 3, pick out the
critical activities in your plan
with potential problems. There
may be several activities that are
critical. For example, | may iden-
tify activity No. 6: "Project
business and family expenses,"
and No. 15: "Select 10 key ac-
counts and target them for
analysis of their needs," as
critical because they may have a
high potential for disaster. In
step 4, take each critical activity
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and ask, "What are the specific
potential problems that may oc-
cur?" You can obtain help by
talking confidentially with others
whose opinion and judgment you
respect. Seek out individuals who
are successful outside con-
sultants. Ask them, "In this ac-
tivity, what could go wrong?'
Then listen and try to make visi-
ble potential problems that may
destroy you.

In step 5, identify which of
these potential problems are like-
ly disasters by determining the

probability of the problem occur-

ring and the seriousness if it
does. Next, in step 6, select the
major potential problems
(high/high or medium/high) and
analyze the cause(s) of each
(step 7). (See box for example.)

After analyzing probable
causes, develop specific preven-
tive and contingency actions in
step 8 to reduce the probability
of the problem occurring, and to
reduce the seriousness of the
problem if it occurs anyway.

Then, in step 9, put the major
preventive and contingency ac-
tions back in your original plan.
Now, added steps in our plan
may be the following:

« Attend selling skills
workshop;

» Set up meetings with loca
management center and deter-
mine which public seminars are
needed that | can teach;

e Set up a public seminar at
local motel and present a
workshop on a topic that has a
high appeal to training and
development managers;

* Write an article for
publication;

» Design and mail a sales
brochure to my top 100 accounts
(obtained from local association
membership list and state
chamber of commerce) to help
generate a need for my services;

* Work with a successful out-
side consultant for one day and
watch him or her make
presentations.

Take the other critical ac-
tivities, complete the same
analysis and again, add back into
your original plan any key ac-
tions that you have discovered.

Lack of planning is not the on-
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Example:

"1 find it difficult to make sales calls to sell my services."

Contingency
Action

Spend a day with a
non-competitive
consultant and watch
how he or she sells.

Create need by use
of public seminar.

Design and mail a
sales brochure to
top 100 accounts.

Become an adjunct
faculty for local
university management
center and let them

do the marketing.

Obtain letter of

Likely Preventive
Causes Action
| don't know Attend selling skills
how. workshop.
| am uncom- Practice with
fortable spouse or friend,
selling.
Use needs analysis
approach and look
at my talents as
a solution to client's
problems.
They don't Write an article
know me. for ASTD Journal.

Send out announce-

ments.

Publish a book.

Get elected to an

officein loca

ASTD chapter.

ly reason for business failure.
Some disasters occur because
knowledgeable and competent
trainers had great difficulty
marketing their services. This
difficulty usually seems to arise
from one of these principal
causes. A skilled trainer may not
know how to market his or her
services or atrainer may know
how, but not be able to. Finally,
the trainer may know how and
be able to market his or her ser-
vices, but may not want to do it.
If the cause of the difficulty is
not knowing how to market your
services, you can do two things.
One is to reduce the need for you
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reference from my
organization.

Obtain referrals from
mutual friends.

Meet with other
training consultants
and determine if
there are things |
can do for their
clients as a sub-
contractor.

to sell. It may be less risky to
join an established consulting
firm and depend on your part-
ner's marketing ability and cur-
rent clients. Or, as mentioned in
the earlier example, it may be
possible to join a loca univer-
sity's management center as an
adjunct faculty member and let
them do your marketing. These
solutions require you to have an
exceptionally marketable
strength that fits a general
public need. For example, an ex-
pert in quality circlesis more
desirable than one who teaches a
general subject like "motiva-
tion." Arrange to be on the pro-
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tough business in-house OD effort. Eight key
climate. behavioral science models every
. manager needs today to be
Managing by effective with the New Values
n, an Worker. Presented through an
insightfulleaming experiential leaming design
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gram at one of your loca ASTD
chapter meetings. Pick a "hot"
topic and present a "state-of-
the-art" overview to the
members for evaluation and
possible future business.

Marketing Strategies

The second solution to the dif-
ficulty of not knowing how to
market your services is to learn
how. Obtain permission to spend
the day with a non-competing
successful consultant or attend a
"selling skills" workshop at your
local university. As most high-
knowledge HRD consultants are
woefully ignorant in marketing, |
have listed below some
marketing strategies that you
might wish to consider.

Set up a public seminar to
make money, be evaluated or
pre-sell a program for in-house
use. Determine seminar topic us-

Circle No. 148 on Reader Sen/ice Card

ing the following criteria:
Unique/new (Examples: quality
circles, quality of life, sexual
harassment, etc.);

Topic you have high knowledge of;
High interest for clients;

Broad appeal (for both non-
trainers and trainers, managers
and non-managers);

Maximum of one day (it is easier

It may be less risky to
join an established
consulting firm and
depend on your

partner's marketing ability
and current clients.

to fill a one day or one half day
workshop).

Set dates, locate a top facility
and include lunch and locate an
alv rental source and reserve any
needed equipment.

Determine charges per person
(analyze your cost/participant and
check fees/charges).

Design and send out a mailing,
and follow up one week later
with phone calls to obtain a ver-
bal commitment.

Conduct seminar and determine
at close (by means of a question-
naire) who would be interested in
having you do it in-house for
them. Follow up interested
clients with phone calls and
appointments.

If al fails, conduct a no-charge,
one- or two-hour management
overview of one of your key
topics.

Contact local colleges
(management centers) and offer
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your talents as a facilitator for
workshops that you have already
developed:

« Offer unique, different, or
"hot" topics.

» Before making the call, ob-
tain course brochures from the
university's management center
and design a sample mailing
brochure for their use. It makes
their job easier and increases the
probability of acceptance by the
management center.

» See them early because they
normally schedule workshops far
in advance.

e Obtain commitments for pilot
programs.

Present your servicesto key
accounts:

« Think through your
strengths. What can you do that
is needed by other training
departments? Look at yourself as
a "product” that can satisfy a

\ “&Yl‘u »
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top and work down. (You can
always work down, it's tougher
to start down and work up.)
Don't ignore anybody—sell
laterally and horizontally (Mur-
phy's Law ... the one you ig-
nore is the next boss). Determine
what their needs are by asking
and then listening. The client
comesfirst, not your pocketbook.
If you feel the client does not
have a real need, say so. He or
she will respect you for it and
will cal you when there is a
need.

Sell service: You can give per-
sonal attention as you are local;
your clients know who (you) will
be presenting the program; you
will tailor what you do to his or
her organization. Establish a ten-
tative target date for your client,
then establish a commitment.
(Nine times out of 10 your client
will do it, but he or she has to

“The Original QC Circles Consultants”

Join over 400 client companies with more than 50,000 U.S. QC Circle
members. The QCC process teaches workers to identify, analyze and
solve work related problems by improving morale, developing
leadership skills and tapping the creativity of your work force...an
effective process that improves attitude, quality and productivity!

Quality Control Circles, Inc. offers...

* Executive In House Seminars
* Flexible Implementation

* Experienced Professional Consultants

NEW!
* Banking/Office Materials

* Advanced Facilitator Training
Mar. 9-12  July20-23  Oct.19-22

FREE...

Quarterly Newsletter on Request

~ (408) 867-4121 -+ (408) 3582711 .

Your goal is to
determine your
prospective client's needs
and then offer

» yourself as a solution.

client's needs. This calls for a
problem-solving approach. Y our
goal is to determine your pro-
spective client's needs and then
offer yourself as a solution.
Send out announcements of
your services and include a "re-
guest for more information"
response card that includes
postage.

» Sdles strategies—start at the

. Cirle No. 153 on Reader Service Card.
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persuade his or her boss first, or
get budget approval.)

Use third-party testimonials to
establish credentials, such as
feedback critique forms from
public conferences, or even
critique sheets from your prior
organization. Always give each
"call" your best shot. Think
through an organization's pro-
bable needs before making the
call, analyze how you could fulfill
those needs and what you hope
to accomplish on this cal: What
information do you want to give?
What information do you want to
receive? What action do you wish
the client to take? What action
do you wish to take?

When calling to see what's hap-
pening, ask, "I'm callling to
check on the status of your train-
ing plans." Then let the client
tell you. At the close of the con-
versation, ask, "When should |
get back in touch with you?"
Then when you get the answer,
say, "Fine, I'll put you in ‘come-
out' for "
Then when you call two months
later, you can say, "You asked
me to giveyou acal ..."

* General information-
Advertising—my experience is
that it is generally ineffective.
Advertising in a telephone book
(other than bold, black, one-liner)
usually bringsin a lot of nut calls
from people wanting computer
training or truck driving
instructions.

In the beginning borrow or
rent what you can't get your
client to purchase. Later on buy
top quality. Build a library of
reference books on every
management subject possible.
Read the business sections
regularly for local articles. They
are a great source of informa-
tion. Cut and tape the articles to
the inside of the company's file
folder.

Concentrate on your top 10 ac-
counts. Identify them early.
Know the following things about
each organization: number of
people, amount of training,
medium/large company that
doesn't have a training manager
(look at your growth companies),
companies or organizations that
have headquarters in your area,

military bases and government
normally have low skill level
training personnel and do a lot of
contract training and, normally,
concentrate your time at large
organizations, as smaller (less
than 500 people) organizations
generally don't have on-going
needs that justify your on-going
"sales" call.

Finally, if your problem isin
knowing how to but not wanting
to market your services, strongly
reconsider where you are. Being
a successful outside consultant
requires some marketing on your
part. Without it, there is a high
probability of failure.

| have observed many high-
potential businesses go right
"down the tube" because of
under-capitalization. It takes a
great deal of money to both feed

your family and pay your
business bills. It is awfully hard
to go back to your origina

backer and say, "Charlie, I'm go-
ing down the tube. Can you lend
me another $10,000?" If | can of-
fer one piece of advice, it's to
borrow 50 percent more than you
think you will need, and don't
get in trouble with taxes. Your
income will come in sporadically,
and it is very easy to spend those
lump sums and not have money
for taxes. Get some financial
help. Talk with a good CPA. Buy
his or her time for a couple of
hours ($80 to $100) and discuss
your financial plans. Then abide
by those plans.
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