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INTERNAL CONSULTING

COMMUNICATION
CONSULTING—
FROM WITHIN pagr2 or 3

One doesn’t become an internal consultant overnight. Use this
step-by-step method to gradually earn the trust and respect of
your new clients—and then to steadily deepen the relationship.

hat can working
from a consulting
methodology inside
an organization do
for you? In the last
Journal, | hypothesized that a differ-
ent process and a different way of
thinking can position you in a more
credible, respected and strategic
role. It can get you to the decision-
making table and keep you there.
While consulting from the inside
doesn’t normally carry responsibility
for revenue generation as an outside
consulting role would, it does lean
on the same processes, practices and
skills. So much of consulting is

about having the right mindset—just
allowing and disciplining yourself to
think differently about your role,
your client’s needs and how you do
your work.

Secondly, knowing what
resources are available to you can
make you more confident about
thinking differently. I1t’s OK to
suggest a really unusual approach
you have little experience with as
long as you have a resource that
can help implement that approach.
Know your resources both inside
and outside your organization and
how best to tap them.

Job one? Know the business. >

By Stacy Wilson, ABC

Stacy Wilson, ABC, is presi-
dent of Eloquor Consulting,
Inc. She has served as a
consultant internally, in large
consulting firms, and now
as an independent consult-
ant. Her Consulting Skills for
Communicators, a manual,
toolkit and workshop on

the topic, is available at
www.eloguor.com.
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Be the strategy, goals
and objectives

Knowing the business will help you
focus. A good first step is to analyze
the business strategies, goals and
objectives. You may need to turn to
many different leaders within the
organization to do this properly.
There are five areas to look at:

1 What’s your scope of focus?
Are you working for just one
division or business unit or
are you working for an entire
enterprise? Understanding the
scope will help you refine
your research effort.

2 What do the business strate-
gies, goals and objectives
really mean and how can you
influence them positively?

3 Who are the competitors
and how can you use this
information?

4 \What do subject-matter
experts, leaders and the
media have to say about your
organization?

5 What big ideas do you have
that tie the business strategies,
goals and objectives to the
initiative your client has
asked you to help with?

When analyzing the strategies,
goals and objectives, ask these
tough questions:

* How do employees become
aware of unwritten strategies,
goals and objectives?

* What might happen should
the organization fail?

* What specific behaviors are
required of employees to
achieve the objectives?

= How can effective communi-
cation improve the organiza-
tion’s chances of achieving the
goals and objectives?

Your answers highlight chal-
lenges and barriers and help you
find a path that has real impact for
your client and the organization.
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This is why it’s helpful to conduct
an analysis periodically, or at the
outset of each major initiative.
Business changes, and you need to
stay on top of those changes. An
annual review isn’t enough.

Grow the relationship
with unsolicited counsel
As a consultant, sometimes you
must give counsel that hasn’t been
sought by the client. This is part of
growing your relationship.
However, unsolicited counsel
requires tact and timing. For those
relationships that are ready, you
can build your credibility with your
client by being proactive.

There are many reasons you
might need to offer unsolicited
counsel: Perhaps the client hasn’t
benefited from the same observa-
tions you’ve made, is inexperienced
in the particular issue or is distract-
ed by another project. Several ways
to do this effectively include:

« Share a published article, a
presentation you saw at a
professional conference or
other professional documen-
tation on the topic that
supports your recommended
approach. This works even
more effectively when you are
the author of the article or
presentation.

= In a direct and honest conver-
sation, share your observa-
tions and recommendations.

* Ask questions that may lead
the client to understand the
value of a different approach
or the importance of a seem-
ingly inconsequential issue.

e Communicate a best practice
that clearly demonstrates the
value of a different approach
and the results realized by
another organization.

Many executives like to know

what other organizations are doing

on specific issues. They don’t want
to recreate the wheel if someone
else has already worked out the
bugs. Best practices can be a
tremendous boon to communica-
tors. But, it’s important to consider
what constitutes a best practice.
Establish criteria that fit your
organization. You might include:

e How many and what size
companies have successfully
used the best practice?

* What measurement data is
required?

e What industries have imple-
mented the best practice
successfully?

* What type of media coverage
and commentary has the best
practice garnered?

e What body of research
validates the best practice?

When hunting for best practices,

look at:

= Case studies

* Benchmarking data

» Related academic research

* Award-winning projects (such
as Quill or Prism awards)

* Media resources

Questlons uncover

great solutions

Each one of the steps in the con-
sulting process model have multiple
parts. For example, “collaborate
on the solution” incorporates
everything from brainstorming to
benchmarking to collaborative
implementation.

Questions can be used effectively
in every step of the consulting
process model. And, the art of
asking questions goes hand-in-hand
with the use of best practices when
looking for the right solution. Select
questions that:

e Provide ample detail—a yes

or no isn’t enough

» Seek clarity on the linkage to

business goals >



= Are clear and direct, but not

confrontational

» Use supportive language

Some clients learn best from
visuals, so be prepared to offer a
visual for them with the question.
Sometimes an informal drawing on
a white board can better illustrate a
proposed approach.

Two questions most clients find
annoying are the endless asking of
“why”” and “what’s causing your
pain?” The why question is a little
like dealing with a 3-year-old. And
what pain? The pain in my tooth?
In my head? Just ask the client,
“What are you currently most con-
cerned about?”

Most importantly, don’t allow
the client to ask all the questions.
While you want to communicate

your value proposition, when
working toward a solution, allow
the client to do most of the talking.

Don’t forget to measure
I’'ve discussed four significant
elements in the consulting process:
learning about the business, unso-
licited counsel, best practices and
questions. Along the way, | noted a
few key observations about each
step in the process model.
Measurement is the only one |
haven’t discussed. As it says in the
Consultant’s Charter (discussed in
the first article in this series), “you
can’t improve what you don’t
measure.” Ask your client what’s
working and what isn’t. Use busi-
ness metrics to identify the larger

impact of your initiatives. Conduct
a return-on-investment analysis
when appropriate to ensure you
invest your time in the right efforts.
Use what you learn to improve.

In the next and final article in
this series, we’ll focus on the skills
required to deliver great consulting
services inside your organization.
Specifically, we’ll look at using
adult learning methodology in client
teaching and how you can adjust
your leadership style to the needs
of individual clients. Ultimately,
whether inside the organization or
out, any communicator can use a
consulting approach to deliver
great service.
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