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ABSTRACT 

It is no big secret that the client-con ultant r lation hip is fraught with potential pitfalls, 

disappointments, and frustration . It 'cr su '' 'SS or failure hinges on the delicate balance 

between expectations met vcr us • p~.: tati< ns whi ·h remain unarticulated or unanswered. The 

emerging challenge of •lob tlizttinn. n \ technologies and competitiveness required by firms to 

operate huvc knd to th • in ·r ·u ·in h important role of management consultancy firms. 

The objective of the tud: \Vere to determine the client- management consultant relationship as 

perc i ed by management consultants and to establish the factors that influence the relationship 

of the client and management consultant. The study was to benefit the existing and new 

management consultancy firms in identifying and sustaining the client consultant relationship. 

Further management consultancy firms may be able to consider service offering competences in 

mind of clients' success factor considerations like fitness, consulting integrity, client readiness 

and involvement, client agreement and control. The population of the interest in this study 

consisted of all management consulting firms in Nairobi. This is due to the fact that most of the 

management consultant firms in Kenya are found in Nairobi which is the main indu trial and 

commercial centre of Kenya. A sample of 50 firms was randomly selected for the tudy. This 

represent 62% of the population con idered for the stud . 11 the firm in the p pulation could 

not be tudicd due to time and c t limitation . In rec gnition that mo t of the firm ha' e almo t 

had imilar problem and work environment 50 firm wa con idercd ufficient. 

tud) fl und ut th t m t th rc p nd nt 

r r I ti n hip in th m na lt.:m nt 

intc t ' · n I n Ill th m n ult n m I imJ rt nt. 



Categories of client-management consultancy relationship was considered very important by 

most of the respondents. Key factors in taking up management consultancy assignment by the 

companies were extremely important to c n id 'r. Maintenance of the relationship with the firms 

by the MC was considered to a v r gr tll 1.. . knt b th majority of the respondents. Most of the 

respondents have strong! 1 11' • I th,ll m tnu 1 'mcnt consultant influenced their work with the 

client . Obstacl ·s cousi I ·1 ·u in thi tudy were strongly agreed majority of the respondents to 

client mtmngl:mtnt • 111 ·ult:mt relationship. It was clear from the study that most client 

mtmagcmenl rdnti n ·hip has had problems for largely non-technical reasons. 

ii 



CHAPTER ONE- INTRODUCTION 

1.1 Background 

1.1.1 Concept of Manag ·m nt ( <Ht nlhut • 

In modern bu~im:~~ '11\ 1ronm nt. rganizations more often face financial , operational, lack 

r strategic vi ·i n. r r duction efficiency problems. Most of the time the internal 

manager· cannot lYe this problems. Thus they bring management consultants on board of 

the compa:n · to collaborate with corporate counterpart in attacking the critical or nagging 

problems (Fuchs, 1975). Over the last decade, the worldwide management consulting 

industry has been growing and continues to grow at twice the rate of the world economy 

(Micklethwait and Wooldridge, 1997). This is a rate, which even exceeds the growth rate 

of some technology sectors (Dennis, 1997). It generates revenues, worldwide in the tens of 

billions of dollars and become more than any academic institution, the source of business 

world's leaders, executives and top managers (Hasek, 1997). Management consultants 

have enjoyed unprecedented success - so much so that a profession, which had largely 

e caped scrutiny. ha now gi en ri e to advice on how client should manag con ultant . 

The D partment of commerc ur e conducted in 1998, cited in anada' indu tr 

rep rt. n.:p rted that 70 p rc nt of all bu in e and gov rnment rganizati n. in anada 

hav u e th Cl"\' 1 of management c n ultant at lea t nee in th Ia t fiYe }ear . 'I h~.: · 

al n t mcnt c n ulting indu try i a key rc ruiter f bu in~.: s ch ol 

•r lu t nn h m mplo) cr. currently • lm t 40 p~.:rc~.:nt ) ' .tduak 

tn h B tt mpt t nt r th n ullin in lu try. 



The management consultancy role i becoming increasingly important in assisting line 

/ management to handle the problem f innova1ion and change. Much has been written on 

how to perform management Bar 'US and Wilkinson, 1986; Blake and 

Mouton, 1976: Block, 1981: Hmk '. I 4· ir •iner and Metzger, 1983; Kolb and Frohman, 

1970: Lippitt tmd Lippitt. I ( 7<. fargulies and Raia, 1972; Schein, 1987). African 

countries. K~:nyn iudud d ur aid to be incurring enormous financial costs as they create 

the institution · and implement the standards demanded by the multilateral system 

( co nomic mve). _oo ). e eral studies have been done on management consultancy as 

a knowledge transfer in Kenya. Odette (1982) notes that there has been increased 

competition in management consultancy in Kenya due to globalization and reduced 

regulations and professional standards. 

There are a number of reasons for increased use of consultants. The most significant are, 

first the move in 1980's and 1990 s towards a learner and flatter management structures 

(McLarty and Robinson, 1998). This has meant that internal staff have less time to look at 

future strategy and that it may be unwise for them to be distracted from curr nt 

re pon ibilitie . Al o the company could have eriou bu ine problem and may u e 

out ide con ultant to investigate the cau e and recommend th nece ar r medial acti n. 

I or e.·. mplc the finn i · unable t meet it production target . need to launch a nc\ pr duct 

r map ut it u to mer among other . urth r the need for an bje tivc re\ i '' f what i. 

h, p nin ' ithin n c 1111 any. 'I he internal taff may n t under tand or n.: gnizl.! th' 

pr I m nd ' n if th )' did. m y n t ha' c thc time , nd tht.: objt.: tivit; it r~.:quir~.: . 

II 
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going to be permanent feature of the companie operations. It is expensive to hire full time 

staff, when salary and fringe benefit are n id "r d. 

In management con ultanC), Bitn •r tn I I. ithaml, (200 ) suggest that the service delivery 

gap in quality run •t:s rwm ·li ·nt p · ·tations of service offer to company's perceptions of 

clients t: pc ·tation ·. Furth r. \en if a firm does have a clear understanding of its client's 

c pcctntions. ther · ·till may be problems if that understanding is not translated into client­

dri n ·er ice de ign and standards or matching actual delivery to the same. Also 

matching etTectiYely firms' promises to actual delivery may vary and hence better 

under tanding of clients' expectations may guide in closing the service gaps encountered 

(Gro e et al, 2002). This means that management consultancy service providers need to be 

able to close the client gap between expectations and perceptions. Like any relationship, 

the management consultant-client relationship is enhanced when both parties posses 

relationship skills (McDaniel, 1991 ). Clients will come back again and again when they 

feel that consultants consider and respect their best interest. Clients will how appreciation 

when consultants are able to offer value to the company. imilarly, consultants will look 

forward to \\Orking with clients when they treat consultants with dignit andre p ct. There 

are three ba ic component of olid relation hip ; re p ct, p nne and mutual b n fit 

(Kaye. 19 on ultant h uld re p ct th prefer nee and int re t f eli nt, whil th 

client hould n.: p t w rk and effi rt of c n ultant. h client c n ultant rdati n ·hip 

fnlt 

r p r 

Ill 

o communication and agn.: mcnt than n pr bkm with ft:t:s 

• 199 . 'J h~.: op n communi ati n mu t pn ~.:t:d in t" o dirt: tion : 

nd t li t n t th 

I. ln p ti thi m an nt 



satisfied with the deal. The relationship can range from collegial through cooperative, 

dependent, independent rivalries to adver nrinl. The Ia t two categories may seem 

impossible, but client-consultant r\,;hti nshi~ s involving scores of people have room for all 

of these. The emotional d ·pth lf th r lationship has considerable impact on information 

sharing. t ann's I ·n •th. inf rmatt n i likely to be need-to-know oriented. As the 

relationship (;Om~;;s to b · ·haracterized as " working", information will flow more freely. 

1.1.2 Management on ultanc ector in Kenya 

lt i widel debated what effect the increasing globalization of economic activities will 

have on management practice. Some take it as synonymous for homogenization, following 

the claim of the neo-institutionalisms that organizations around the world are becoming 

increasingly similar, mainly by imitating those perceived as successful (Di Maggio an 

Powell, 1983). Others by contrast, have highlighted the importance of local culture and the 

need for adaptation to different national contexts suggesting, "configurations of 

institutional factors, at the country level of analysis directly affect the management of 

organizations ' (Guillen, 1994, p. 298). While there are numerous types of consultants in 

almo t all field . the consultant thi paper focu e on are tho e people kn wn a 

manag ment con ultant ( hen on and ichola , 1997). 



Wilkinson (1995, pp.l-4) defines the task ofmanagement consultancy as: 

"An independent and objectiYe ad' i r) st:n i ' provided by qualified persons to clients in 

order to help them identif n i n. I 7. ' management problems or opportunities. 

Management consultants 11 ll' { llllllt..:nd solutions or uggested actions with respect to 

these issu ·s und hdp. "h 11 1 qu ·~kd in their implementation. In essence, management 

consultunls h ·lp t "~ d c t con tructive change in Organizations through the sound 

upplicution 11' ·ub ·tantt\e and process skills". 

fter experiencing moderate I high growth rates during the 1960s and 1970s, Kenya's 

economic performance during the last two decades has been far below its potential 

(Economic Reco ery Strategy paper 2003). In 2004, the Kenya Government acknowledges 

that it is committed to improving the enabling environment for business and will strive to 

remove the various impediments that may hamper private sector development. 

Management consulting in Kenya has experienced a rather slow growth in comparison 

with some other professional services such as accounting, architecture and engineering. 

Foreign firms such as Ernst and Young, PriceWaterhouse oopers, Deloitte and Touche, 

KPMG (historicall} accounting firms) Hawkins and Associates (originally a managem nt 

recruitment firm) account for a large proportion of management con ulting crvice in the 

country. Like in the ca of ace unting and auditing crvic , th c multinational firm 

heavily d minate management-con ulting ervi c , with indigcn u · firm , c unting for a 

mall Ikiara 2000 . I I howe\ cr note that. it ·hould not bl: f'orgottl:n that Kenyan 

I bmn h of the c multin tiona! linn . 



Kenya's domestic capacity in the supply of consultancy services is constrained by the 

existing unfair competition in v.hi h t1 reign on ulting firms receive preference in the 

award of government contra t m r 'IT 'tivc policy support (Ikiara, et al., 1994). 

On the same issues, he add· 1h u m .IIi 10 crnmcnt attitude, inability of the small firms 

to attract and r ·tuin suni ·i ·nt qualifi 'd staff due to cash-flow problems, in adequate 

c pcricn 'L' in ~.:onsultun ., " rk. low managerial skills and a low level of professionalism 

compound the siluati n. Ianagement consultancy is well-developed profession in the 

developed cow1trie (Odette. 1982). A substantial volume of literature is available on their 

techniques as budgeting control systems, data processing systems, job evaluation and job 

appraisal, sales forecasting and manpower planning. All these techniques aim at 

establishing rationality and efficiency in the organization. 

Management consultancy in Kenya has the capability of changing the culture in the client 

fi1ms and has the potential to enhance the added value in terms of turnover and 

profitability (lkiara, 2000). Consultants in many cases have enabled firms to understand 

the market opportunities, particularly as them manage assignments of product launche to 

new mark t plac s. r -branding of product and bu ine re tructuring. (Mbaluka, 2005). 

De pit the I w growth in management con ultanc in Kenya, there are fi e g n ri 

con ulting purpo e in luding achieving organization purp and bjc ti e wdl a 

lving m nagem nt and bu in , pro lem . c ndl ' identific ti n and ~i;ing f new 

PP rtuniti . nh ncing It: min nd implcm ntin, han' an.: • ls ou ,ht Kubr 



1.2 Statement of the Problem 

The client-consultant relationship i fraught ' i1h potential pitfalls, disappointments, and 

frustrations. Its very succcs or[; ilur(,; hin' son th delicate balance between expectations 

met versus expectations. "hi ·h r main unarticulated or unanswered. Management 

normally hires u 111 tnt, ·m ·nt '( n ultant t carry out a given project. Yet by the time the 

project i~ compkt d nmnag ment often will feel the consultant provided a solution which 

i · di11l:rent from "hat \\as originally promised, was insensitive to the budgetary and 

political realitie under ''hose management operate or the consultant was mainly interested 

in prolonging or expanding the consulting assignment. While on the other hand the 

consultant would see clients as reluctant to make decisions, unable to maintain a firm 

conunitment on such critical areas as schedule, resources and scope of delivery or 

interested in quick fixes at the expense of longer-range and more far-reaching solutions. A 

consultant must be in position to make an unbiased assessment of any situation, tell the 

truth, and recommend frankly and objectively what the client organization needs to do 

without having an second thoughts on how this might affect the consultant' own 

interests. This detachment of the consultant has many facets and can be a tricky matter in 

certain ca es. ft r all, con ultant do depend on client to get recruited, corre tl paid for 

their work. u ed again for oth r \\Ork and r commended t other client . 

19 - tudy ugg ted that even th ugh c mpetiti n 111 th management 

tift ·111 finn had t b' c mp tith·c. I al firms \\cr m n.: 

di bi , in t th m. tirm e.·pr to hit\.: I( ,, 
lud th t thi i m li m ml 

nt uri ill n th n ult nt . lli m lu i n 
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information obtained from clients of consulting firms. In 1999 a management consultancy 

assignment to restructure ngn r up by Price Waterhouse (now 

Price WaterhouseCoopers) lead t lead consultant to become the 

managing director of Ung 1 ir u I urin 1 this period Unga continued to experience 

adverse effects und thi · \\' I l l<1m d on consultants turned management team. Daily 

Nation n ·wspup~:r Q Jar·h (Pg 11). The interest ofthe consultant and the interest ofthe 

client an; remark.ablv ·l e. In fact both sides want to get done on time and within budgets. 
" 

Both ·ide want le tre s. But why doesn't it seem that way? What is it that happens that 

mak s the client-consultant relationship go awry? 

The consultant can upset people and hurt their feelings in many different ways. Rejection 

can take many forms. Most client-consultant relationships have problems for largely non 

technical reasons, including; lack of effective communication about how the project will 

proceed, improperly setting expectations too high or too low; lack of follow through on 

small yet important details underestimating project complexity or scope and failing to 

understand user requirem nts (Kellen, 1997). onsultant and client li e in very different 

\ orld and look at a tem project in r different ' a . Th eli nt i u uall 

preoccupied with the bu ine ide of the proje t. Th con ultant n hi part i u uall 

pre upi d '' ith te hnical concern . Be au both ide haH: diffcn:nt ricntation , both 

ide are blind tot= h other· i. ·uc . 'I he \\U)' out f thi i forb th ·ide. to b lcs blind 

h n m . In 'ct. \\hat cmcr c i that l go d client- on ultant r lati n hii 

rt lik marri llh id other to b h ppy. to t i uc in li nt-



consultant relationships can be solved if both ides communicate with each other clearly 

and effectively. 

The character of relationship bt.:l\\~; n ·ti 'nt ·onsultants depends on what the client wants 

and what the consult mt \\,lilt • I h optimal relationship is where the client understands 

what they want und ''lin th n ultants want and what can be done to achieve it as shown 

in the diugrnm b 1 w ( 'erlap of two circles). 

Figure 1: lient-con ultant optimal relationship 

v ant? 

Understanding 
the wants and 
what can be 
done to 
achieve 

ource: Own conceptualization 

want? 

orne re earch has been reported on management consultant value , attitude , knov ledge, 

and opinion ( hurch et al. 1994; hurch et al., 1996), and on " hat it take t b an 

effective management con ultant (Bu h and ibb , 1990· arn and 

Hamilton, 1 : 1cLcan and ullivan, 199 : ' ri oil and ·ubank , 1 9 : h phard and 

Rai k nd Donovan. 1979). p ndo ( 1 in hi urvc · of marketing of 

in K n .. • found c\ ern) to mana 't.:l11t.:nt m ult n ~y. u h 

n l t.:f\' 1 v lu rc iv l. In 

n t • pit tt hm nt Ill I tml • th ti II ti 



competition from small management con ultan firms. Lastly he found that political 

pressures in tendering and under capit liz ti n, that i lack of capital base and resources 

for competitive strength ask. ) h II n t:s. 

During u typical ·onsultin ' int r ntion, the consultant and the client undertake a set of 

activities rrquin.:d r r a 'ht 'mg the de ired purposes and changes. This process has a clear 

beginning (th r lati n hip i established), diagnosis of the problem, action planning, 

implementati nand end (the consultant departs). This will form my systematic survey of 

eli nt-con ultant relationship. Those studies that address management consultant activities 

usually rely on consultant self reports and occasionally client reports (Fagenson and Burke, 

1990; O'Driscoll and Eubanks, 1993). Very little has been done on the client-consultant 

relationship from the consultant's perspective. It is therefore necessary to carry out a 

survey on the client-consultant relationship from the management consultants' perspective. 

Despite the several studies in management consultancy in Kenya addr ssing management 

aspects, little effort has been shown on the management consultant client r lation hip. he 

greater empha i ha b n on th client iew. Henc th tud qu lion "What i th 

consultant p rc ption ofth lient r lation hip" 



1.3 Objectives of the Study 

The primary intent of this study i t : -

i) To dctcrmin the ·liu1t mnnng 'm~nt con ultant relationship from the 

perception or 111 lilt - 'Ill nt '< nsultancy firms 

ii) To L'stubli ·It th Ia t r that influences the relationship between the client and 

munug m~nl c n ultant. 

1.4 Importance of the tudy 

Management Consultancy firms 

With the increased use of consultancy, building client-consultant relationship has become 

vitally important. The study will benefit the existing and new management consultancy 

firms in identifying and sustaining the client consultant relationship. Further management 

consultancy firms may be able to consider service offering competences in mind of clients' 

success factor considerations like fitness consulting integrity client readiness and 

involvement, client agreement and control. 

II 



Professional and Regulatory Bodie 

It shall assist the professional b d) f mann') m nt consultants in its revision of codes of 

conducts in the managcm nt · )(lsult,lJ1 profession and associated rules. This is in 

consideration or th~.; ch 111 •in, tr ·nd in the world markets that require better understanding 

o[ prolessi )1\ttl )p ruti n ·. performance of assignments and strengthening local 

profc, 'ionnl b 1die , in future. 



CHAPTER TWO: LITERATURE REVIEW 

2.1 Introduction 

In this section both the the r ti tl ,\111 mpiri ·a] literature are discussed with a view of 

determining the Cli ·nt 'lllsult tnt r ·Iationship from a perception of the management 

con~ultoncy firms in K m a 1 h conceptual framework gives the theoretical literature in 

relation to th~ vmia 1 affecting Client-Consultant relationship as perceived by 

manag~m~nt con ultant . 

2.1.1 Management Consultancy 

Wilkinson (1995 pp.l-4) defines the task of management consultancy as, "An independent 

and objective advisory service provided by qualified persons to clients in order to help 

them identify and analyze management problems or opportunities. Management 

consultants also recommend solutions or suggested actions with respect to these issues and 

help when requested in their implementation. In essence management consultants help to 

effect constructive change in organizations through the sound application of ubstantive 

and proces skills''. 

arrat ( 199I.p.l) in her definition, elaborates that a manag ment c n ultant i . " n 

independent and qualified p~.:rson who pro\ ide a profe i nal rvicc t bu inc· , public 

and oth r undertaking. by: Identifying in\'C ti 'ating pr blcm c nccrned with ·tratcgy. 

r aniZ'ltion prt cdun:: and m th d ~ I nnulatin , rc mmcndation or 

\\ith due n.: 1d h 1 

impli Ill pri t 



course of action and Providing assistance ' h r required by the client to implement his 

recommendations". 

The study of management · >n ·ullin l '.Ill b lin! cd to earlier work on organization design 

consulting. On· d •liniti~Ht l\ · n ·id •r for management consulting is "those who provide 

general n1anngL'lll ·nt ·1dn "1thin trategic, organizational, or operational context, and 

who are in ·tituti null) rganized in firms" (Canback, 1998). Management consulting is an 

advi or er ice contracted for and provided to organizations by specially trained and 

qualified persons \ ho assist, in an objective and independent manner, the client 

organization to identify management problems, analyze such problems, and help, when 

requested in the implementation of solutions (Greiner and Metzger, 1983). Management 

consultants are tmly external to the organization. Normally management consultants would 

not take the place of staff within the organization. or would they have direct clout in an 

organization. Kubr (1996) notes that "objective and independent" implies a financial, 

administrative, political and emotional independence from the client. Further, there is an 

implication that the resources of a firm typically back the management con ulting 

activitie : it is typically more than a simple indi idual. 

It i worthwhile to n ider why thi indu try ha een u h incr dibl gr wth and wh it 

ha a tually b ~n ul. ru k r ( l 79 ugge t manag ment c n. ultan v is nn 

rdin ry nd indc.:~ 1 truly unique phcnom non. I I uggc t tw 

m nt kill t hniquc and 

thr u ith m ny di nt mp m in m n .. 

\\ h ' the 
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industries. The typical executive, howev r. lacks this kind of exposure. As Drucker notes, 

"He works with the same organization- r at m t, with very few. He lacks exposure and 

cannot gain it. Nor can h imul tL it." ( nsultant , on the other hand, transcend 

organizations and thus guin ' I sm . \ ·ond, 1 rucker observes that executives yearn for 

objective insights intl) th •it mana em ·nt problems. Empirical research confirms that 

clients turn to out ·id n ·ultants primarily for new ideas, proficiency, and 

impartinlit. /obj~ctiYity ( attiker and Larwood, 1985). 

In Ken a. Ikiara (_QQO) argues that trade in services are a major contributory to the 

countr 's econom in terms of GDP, employment, balance of payments and professional 

services are key to Kenyan exports. In fact despite Kenya's slow growth in management 

Consultancy industry, it is a key recruiter of business school graduates and has become a 

desirable employer, with currently almost 30 percent of graduates in each MBA class 

attempting to enter the consulting industry (lkiara et al 1996) McKinsey & Company 

suggests six reasons v hy hiring an external management consultant makes ense in many 

situation : they pro ide competence not available el ewhere; they have varied experience 

out ide the client they are profe ional ; the) are independent and they ha e the ability to 

create action ba d on their recomm ndation (Bower, 19 2) Bo ton n ulting r up 

(B ) ha a imilar per pe tiYc. It i argu d con ultant add ignifi ant value, b) r ducing 

the pr I m r olution cycle time (I Iagcdorn. 19 2 . 1cKins y and B ' opini n ma • 

n t upp rted mpiric. lly. but they provid an intcrc tin, glimps into tht.: 

indu 11) fr m th int f vi ' . n the ntr r: it 11 l ar u I 'lh t m ny 



the skills provide by consultants should pr umably be available internally in large 

companies, because major companie n unter mo t type of problems over time. 

Bower's (1982) points about time 1 n f 'ssionalism and independence could certainly vary 

from on situation t l illlllth ·r { n ·ultant · could conceivably have a superior ability to 

crcntc u ·ti 111. but unl .. th 'Y are u ing proprietary techniques this would not necessarily 

apply a eros, the entir c n ulting industry. In fact, this may simply be a result of training. 

One cannot. however. dispute that there are opportunities for consultants to bring 

per pective from other industries (Canback, 1999). Canback's (1999) opinion is that 

external consultants can be cost effective, available, and adept at understanding their 

client's problems and circumstances. Given the context of why management consultants 

are used, the next section will examine aspects of the role that consultants play in 

organizations. Schein (1990) has identified three broadly accepted models of consultation: 

purchase of expertise, doctor-patient, and process consultation: Purchase-of-expertise 

suggests that clients are looking for consultants to provide independent per pective to bear 

on specific challenges hand. There is no expectation to focus on the client relationship per 

e, but rather to provide experti e in a detached manner. The doctor-patient mod 1 ha th 

consultant focu ing on u ing a diagno tic approach to e 'amine the client organi ati n' 

problem . rom their di tinct e. ·p rience . kn \\ledge and diagn tic abilitie the 

con ultant identi y trategic and r tanizational probl m . 'I hi m del emphasize the 

f buil ing a trong relation hip and d vd ping tru t between the lit.:nl md 

th 

th li nt tu II, 
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roles and tasks. In the end the client choose ' hat to do about the problem. The consultant 

provides more of the framework and meth d I g for defining the problem and the best 

possible alternatives. 

Alternatively, Nccs 111l lr ·ni •r 1 ) propose five categories of consultants: The mental 

advcnturur anulys 's trul~ mtran ·igent problems such as long-term scenarios for country 

development. by appl) ing rigorous economic methods and leveraging his experiences 

ba e. The trategic navigator bases his or her contribution on a rich quantitative 

under tanding of the market and competitive dynamics, and then recommends courses of 

action without too much regard of the client's perspective. The management physician 

derives his or her recommendations from a deep understanding of the internal dynamics of 

the client organization, often willing to sacrifice some objectivity to gain a realistic 

perspective on what is achievable. The system architect impacts his or her clients by 

helping redesign processes, routines, and systems - always in close cooperation with the 

client. The friendly co-pilot counsels senior managers as a facilitator rather than as an 

expert, and has no ambition to provide new knowledge to the client (Nee and Grenier 

1985). 

~ee and rc.:nier· m del how man imilaritic to chein · (1990) tud . [! r ample 

th ment, I advcntun.:r can b c n. idercd imilar t the . ·p rt, th tratc ,i navigat r. 

m na m nt phy ician and ~)' tem nrchitc t corn: I tc "ith th "d t r-paticnt" m del • n I 

th pil t ith th pr - n ult tion m del. ln tituti )11'111 ' or niz I 
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physician segments. In any event, consultant engagements beyond simply purchasing 

expertise require the development of a r Inti n hip between the consultant and the client. 

Turner (1982) proposed a ntinuum ' ith i 'ht categories of client-consultant 

relationships. r lis fnuncwork. u 'L' I .1 hi ·r ar hy of tasks to illustrate the level of extent of a 

client's involwment with ·1 • n ultant. 'I he eight task categories identified are: providing 

information to u ·Ii ·nt: h ing a client's problem; making a diagnosis, which may 

necc sitat red iiniti n f the problem; making recommendations based on the diagnosis; 

a isting ' ith implementation of recommended actions; building a consensus and 

commitment around a corrective action; facilitating client learning; and permanently 

impro ing organizational effectiveness. Turner argued that until the late 1970s, consultants 

tended to work more as suppliers. 

2.2 Roles of the Client and Consultant 

In discussing consultancy, it is important to clarify the concept of client. chein points out 

that any helping or change process always has a target or a client ( chein, 1997). There is 

an assumption, for instance that the client is always clearly identifiabl , when in realit the 

que tion of the client actually is can be "ambiguous and problematic.' h re can b 

complicated dynamic around thi very i ue. 

ch in 1997) prop c a impli( ·in' model to under tand t;pc of clil:nts and typc of 

li nt r I, tion hip . In ht:in mod d. i: brt i t 'P can bc di tin •ui hcd: ont t 

li nt r: tJt who I t nt l th on ultant "ith '\ r qu JU ti '11, lH" 
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various interviews, meetings, and other activitie as the project evolves. Primary clients are 

the individual who ultimately 'ovm" the pr bl m or i sue being worked on; they are 

typically also the ones who pa) tht: ( nsultin) bills or whose budget covers the 

consultation project. Unwittin) ·li ·nt an: m •mb~,;rs of the organization or client system 

above, below und l1t ·1 til) 1 ·lat d to the primary clients who will be affected by 

interventions but who ur n t aware they will be impacted. Indirect clients members of the 

organization wh ar aware that they will be affected by the interventions but who are 

unknown to the con ultant and who may feel either positive or negative about these effects. 

Ultimate client are the community, the total organization, an occupational group, or any 

other group that the consultant cares about and whose welfare must be considered in any 

intervention that the consultant makes. Thus the concept of client is not straightforward. 

Different types of clients may well have different needs, expectations, influence and 

degrees of participation in the consultancy. 

The consultant, in fact the team, has to be clear as to who the client actually is at all times 

in the project. It is important to consider experiences from the clients' and con ultant ', in 

more detaiL to under tand the nature of the e relation hip initiall from the client' p int 

ofvie\\, and then the con ultant' . 

chcin ( 1990) ha identified thrc br adly a pted m del f c n. ultati n: purcha 1.:: of 

'·p rti • d tor-patient. and pr f-e. p ·rti "hi h 

trc I< r 
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se, but rather to provide expertise in a detached manner. The doctor-patient model has the 

consultant focusing on using a diagn ti nppr n h to examine the client organization's 

problems. From their di tin t p riu1 , knowledge and diagnostic abilities the 

consultants id ntify strat •i · an I r ':tnil'ational problems. This model emphasizes the 

importance or t uildin I I ·tr 11 I ·Iationships and developing trust between the client and 

the con ·tdtnnt. 

The proce s con ultation model considers the consultant as a facilitator with the client 

actually pro iding much of the relevant expertise. There is a clear distinction of roles and 

tasks. In the end the client chooses what to do about the problem. The consultant provides 

more of the framework and methodology for defining the problem and the best possible 

alternatives. 

Alternatively, Nees and Grenier (1985) propose five categories of consultants: The mental 

adventurer analyzes truly intransigent problems such as long-term scenarios for country 

development, by applying rigorous economic methods and leveraging hi or her experience 

ba e. The econd i the strategic na igator bases his or her contribution on a rich 

quantitatiYe und r tanding of the market and competitiv d namic , and then r mm nd 

cour e of a tion without too much r gar of th client' pcr·p tivc. fhe third i · th 

mana ~:m nt ph~ ician dcrivt:. hi or h r rcc mmcndation fr m a dt:cp under tundin, of 

th int m I dyn. mi o tht: client )rganii'ation. flt:n \\ill in 1 to a rift ~:: me bj~.: tivit • 
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cooperation with the client. Lastly the friend! co-pilot counsels senior managers as a 

facilitator rather than as an expert, and hn no nmbiti n to provide new knowledge to the 

client (Nees and Grenier, 1985). 

Nccs and Greni ·r ·~ IIHl 1·1 h "· man ·imilarities to Schein's (1990) study, for example 

the mental udv~..:nlur r ·an be con idered similar to the expert, the strategic navigator, 

management phy 'ician and tern architect correlate with the "doctor-patient" model and 

th friendl copilot aligns v ith the process-consultation model. Institutionally organized 

strategy consultants are found primarily in the strategic navigator and management 

physician segments. In any event, consultant engagements beyond simply purchasing 

expertise require the development of a relationship between the consultant and the client. 

Turner (1982) proposed a continuum with eight categories of client-consultant 

relationships. His framework used a hierarchy of tasks to illustrate the level of extent of a 

client's involvement with a consultant. The eight ta k categories identified are: pro iding 

information to a client; solving a client's problem; making a diagnosis, which may 

nece itate redefinition of the problem; making recommendation ba d on the diagno i ; 

a isting with implementation of recommended action ; building a c n · n u and 

commitment around a corrective action; facilitatin, eli nt learning· and perman ntl · 

Improving organizational eff ti\'cne. . Turner argued that until th lat 1970s. nsultant. 

I t \ rk more • uppli to th • client. In n.:a in'' · r lation hiJ in con ullin' 

m nt h vc cvol\cd t build mo f 1 artncr hip ol mutual rc p~.: t uim I nt 
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In a review of the consultancy literatur . nnba k proposed the following trends: the 

management consultants incr a ·ingl , i ir' !i ·ritical, long term issues and are a critical 

part of the intellectual ag ·n 1.1 lr · ·uti ·s (Turner's lower three points); consultants add 

value by addr ·ssin ' b()lh ·)Ill ·nt and procc ·s issues based on expertise, methodology and 

general probh:m· s h·ing ·kill· (corresponding to Schein's expert and doctor-patient 

model·); management con ultants work together with their clients in a complicated and 

fluid relation hip characterized by a high degree of mutual trust; and lastly management 

consultants are best organized in independent, specialized firms with unique characteristics 

and success factors (as argued by Bower and Henderson) (Canback, 1999). 

As management consultants focus on higher order task categories, the relationships with 

their clients are potentially becoming increasing complex. 

2.3 Relationship Atmo phere 

The atmosphere of the relation hip is considered essential to under tand and to manage 

client-con ultant relationships (Roehrich and pencer, 2001 ). Th tud of bu ine 

relation hip ha b c me increa ingl relevant in r c nt ear a nev.- fi rm f inter­

company relation hip evolve. fundamental the reti al framc\\Ork · in Jude inter­

or ani?..ational theory (Van de o. t e nomi (v illinms n. 

1 . th int , ti n • ppro, h (I I kan on, 19 2 and it 
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The process of relationship change and dev lopm nt wa highlighted by Ford (1980, 1990) 

who suggests that business r lati nship. nn b' round in different stages and may evolve 

from one stage to anoth ·r. 1 h )St t,t ' : would be the pre-relationship stage,· the early­

stage: the devel<>fJIII('fll ,., ll:t'.' lh lon~-term stage,· and the final stage. According to Ford, 

these tngcs cnn b k · ribed \\ ith reference to experience, uncertainty, distance and 

cvmm i tmenl. 

2.3.1 Client Contact and Entry Forms 

The beginning of the client-consultant relationship often coincides with the beginning of a 

project. There are three ways, or 'entry forms', for a consultant to join a client's project. 

First, the client can take the initiative of contacting the consultant. This is a competing 

situation for the supplier as the client usually also contacts other consulting firms. By 

analysing the client's needs and identifying "the problem", the consultant builds a solution 

and works to convince the client that it has the appropriate one (Proenc;:a and de astro 

2000). Another type of entry form, the consultant contacts the client. In thi ca e, the 

consultant will highlight the ad antages the eli nt ' ill deriv from bu ing the olution. 

Finally. there i the ca e ' here the con ultant i already working ' ith th eli nt n a 

project and identitie · other problem be) ond th ·cop f that pr ~e t. h li tic \ icw f 

the eli nt rgani ation facilitate thi type of project initiati n. 



2.3.2 Relationship Development 

The complexity of the project network in rene "S during the project implementation and so 

docs the degree of relation hip dev I pn11.. nt. l'h' surrounding networks of the relationship, 

which arc made out of conn 'I I 1 ·1,\ti( nships, may thus be an important resource for the 

focal relationship. Is), · 1111 • • ta Jc · to relationship development, which are common in 

consulting projt.:d ·. nw) demand mutual adaptations. (Proen<;a and de Castro, 2000) 

Internal net' ork (Proen<;a and de Castro, 2000) can be quite complex. The project 

operational team, formed by the consultants and the specialists from the client, is the 

'internal network·, which may increase the number of individuals involved as the 

interaction frequency increases. When the client is a group of companies and the same 

solution is applied to all the companies, then, the number of people and contacts will 

increase several times thus raising the internal network complexity. Moreover, the 

consultant usually has several partners it needs in order to provide a solution: technological 

suppliers; strategic thinkers; human capital and outsourcing. These sundry relationships 

that develop out of the client-consultant relationship may be called the 'external network'. 

orne type of ob tacle to relation hip development ar common in con ulting project , 

which relate to capacity. finance, technical and techn I gical i ue and more imp rtantl , 

ehavi ral a p ct . A mentioned ab vc, compl . netw rk [I rm a. a pr j t pr c cd . . 

of contn t and rdation . me arc very in ten c and cl c· thcr. ar le 

rn m ventu II ' break \\hilc th p d t. I hi! !uti on 1 pr >' c I i n lt 
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facts or data, identification of false problem and mi sing operational meetings. The client­

consultant relationship as a whole can be , u cssful despite those obstacles provided some 

control mechanisms exist. Th m m;l 1l:I11L'nt or hangc is another project dimension on 

which consultants wotl. ' mmuni '.lfi( n· trainin ,; team building and workshops are some 

tool· for dcaliug with ·It till.!· that hdp to reduce the resistance that arises in client 

organizations. 

2.3.3 Relation ·hip Iaintenance in-between Projects 

According to the project marketing literature (Cova, 1990 and 2002), projects are 

characterised by their character of strong discontinuity. From a relationship point of view, 

the time in-between projects can be as important as project duration. Clients do not wish to 

keep consultants in-house for too long for budget reasons. Project time varies, but usually a 

complex project may last for two years. The consultant tries to be vigilant about the 

client s business even between projects when it is not developing a solution with/for the 

client. During these periods social exchange plays a crucial role. 

Informal contacts vi its to other clients social e ent , or ven per onal contact a sure 

ocial continuity in th e market both during and in-betwe rhc 

con ulting firm i marketing it future pr je t by d ing. If the c n ultant return t the 

client after a proje t i finali d. thi may mean that th Iicnt c ame dependant. 

that the licnt develop d thc kill (knowlcd 'Can i tc ·hniquc ) t 

ntinuity th or it imp! m ntati n '' ithl ut the n ult nt. II 
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that loyalty is present. By analyzing this differenc we found that trust and transparency of 

behaviour are two pre-condition for loyalt. ' 1o :i t. 

2.3.4 Relationship Maturit ' •wd <'<HtC:td PaHcrns 

Projcc1 development r )ll~m · l · ·rtain protocol. Each document that is produced is usually 

associated , ith 1 • rtuin {; rm f contact, which varies according to the project phase. 

Fir ·tl . the eli ·nt d line a pecification in order to evaluate the consultant response level. 

The project e. ternal acti\ities are usually based on network investments and marketing 

uper i ion o that when it comes to specifications, the consultant has already generic 

offerings de eloped. If the consultant is selected, then he has to develop a specific project 

approach that implies resource allocation, negotiation and implementation. Initially, there 

are interviews with key users, brainstorming and a lot of analysis. At the same time, best 

practices are studied. The document supporting the initial proposal contains a detailed 

description of the problem, the raising of the solution and the estimated costs. 

If the proposal is appro ed, the next step is the planning of project implementation. 

Global project planning de cribe all the activitie to be developed. the p ople in olved 

and th ir ta k . and the timetable. In typical information tern pr jc t , the fir t main 

activity i u u lly prototyp that i te ted and then appr , d b the tc ring c mmitte . 

r infi nnal mc.:ding ~ take place foil wing thi phn c. ns tht.: opt.:rational tt!am work · on 

th r inar · d< umcnt in thi pha art! mt!ctin , 11 Ht! and , tion plan . 



When the project is on time, formal meeting are less frequent and follow the ordinary 

pattern frequency. 

Figure 2: The key dim en ion of client consulhmt relationship development 
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2.4 Client - Management Consultant Relationship 

Like any relationship, the con ultant lient r lation hip is enhanced when both parties 

posses relationship skills (McDunid. I I . li 'nts wi ll come back again and again when 

they feel that consultants 'lllt'i I r anti r spi!Ct their best interest. Clients will show 

appreciation wh ·n r m:ultunt · m able to offer value to the company. Similarly, 

con ·ultants will 11 k. r m ard t \\Orking with clients when they treat consultants with 

dignity and re ·peeL There are three basic components of solid relationships: respect, 

opetme , and mutual benefits (Kaye, 1998). 

Consultants should respect the preferences and interests of client, while the client should 

respect work and effort of consultant. The client consultant relationship falters more often 

on issues of communication and agreement than on problems with fees or poor work 

(Voss, 1993). The open communication must proceed in two directions; being able to 

express yourself and being able to listen to the other party. The benefits are rarely equal. 

In practice this means assuring each side gets enough of what it wants to feel sati fied with 

the deal. Clients look for new ideas and an objective perspective. Interviews with 250 

executives confirmed that clients are looking for expert advice ( ogl 1999). Ther i al 

an exp ctation that consultant \ ill tran fer their compet n ie to c mpan p r nne!. 

Th ir dcci ion on \\hich con ultant to hire arc ba d n pri r perf! rman c, and the 

con ultant under tand of the p tcntial client' 

po itivc. 



Consulting groups often lack people who ha e b en in an operating business at a high 

level. This, no doubt, is a consequen e f th tr~nd for consulting companies to hire their 

staff directly from universiti . In n tlkr I. r 1 surv ~y, cvcral common gaps in consulting 

projects were idcntifi d an I s '1. r;ll 11 < rtuniti~s for improving the consulting experience 

arc highlighted (. 'mith, _o L . I· r in. tancc, management needs to involve consultants in 

the imrtcm ·ntnlion phu n ·ulting projects must take time to solicit inputs for 

implementation pl::uming. takeholder information is also a critical input. Proper project 

management proces must be followed. The impacts on employees must be considered and 

solutions provided to help employees deal with change. There must also be effective 

guidance of senior management. Feedback also suggests that there cannot be personal gain 

at the expense of the project stakeholders. Finally, the project must contribute to contribute 

to breakthrough ideas. Weakness in any of these areas can contribute to poor outcomes of 

the consulting projects. Smith's (2002) discussion suggests that consulting activities and 

client objectives cannot occur without project outcomes that are clearly understood by both 

Parties and stresses the importance of good communication between the client and the 

consultant, with senior management. Again, in the ideal the consultant should be kept on 

for implementation phase. Howe er structures, technolog staffing and 

put in place in ord r to effect the change. 

tem mu t be 

to on idc.:r tn lud tho e highlighted in a tud · by htll rton and We. t. 

in lu ling up- r nt work ttin to lt:arn the n and nvoidin ' ki~.:- uttl:t 

n I W t, 19 li nt r quire m ult nts t) •tppr i 1te th ·lic.:nt 

11 11 t in ' ov rl th 1 ti 1. I in lly li nt 



want tailor made solutions, which reflect the challenges they face, not formulas applied as 

universal panaceas. 

Gable (1996) examined ·Ji ·nt ~u · · ·:s v h '11 ~ngaging consultants in the IT world and 

proposed a multidimL·nsitlnll m dd of client success. It suggests success is driven by 

multiple outc nu:s including consultant recommendations, client understanding and 

con ultant perf nuance. bjecti e measures could include usage/acceptance of the Client­

consulting relation hip recommendations, change in client understanding and actual versus 

estimated resource requirements (Gable, 1996). Carucci and Tetenbaum (2000) describe a 

model of three destructive roles that consultants can assume the messiah, the dependency­

builder, and the colluder. These roles can emerge when consultants are motivated by self­

interest or have inflated egos that interfere with properly assessing the client's capabilities. 

Alternately, the way that consultants can create value is through an "unswerving 

commitment to positive client change". They emphasize "using every skill available to 

support the client, while pushing the client forward often against great resistance." 

The greatest value of any consultant is breadth and variety of exp ri nee (Fuch , 1975). 

Most of the time consultant u e the ·an1e problem- ol ing trategy for different client , and 

adapt to client' problem area. ince in mo t of the ca e the con ultant work on uch 

area as tratcgic planning, profit maximization. t hnology adaptati n. inv~.:stmcnt and 

audit. th id~.:nti al trat<.:gy ave tim~.: t con ntrat on m rc cru ial part of prohkm-

lvin pro -findin tlt \\ rk bl luti n · ton and onant 19 



Consultants have broader skills that allow them to identify the core problem outside the 

scope of particular internal departm nt r " n organization. With help of specific 

analytical tools, consultants can rl:du s1~ and . ave money for the organization, what 

definitely create valu ·s forth · Hl1J an '< nsultants usc special hardware, model systems, 

and computer portubl · ·I · ·tr lilt • · oft ware to facilitate the decision making process for 

solving compl ·: situati n thr ugh game theory and the testing of multiple assumptions 

and probubilitie, (Fuch . 197 5). Therefore with the help of analytical tools and skills 

con ultant i usual!) able to come up with better working solutions that even the most 

competent manager in organization. 

Broader knowledge, objectivity and ability to identify the core problem, which is not 

always what clients think the problem is, allows consultants to analyze the situation fast, 

come up to workable solution and take decisive, and appropriate action to solve the 

problem (Hanan, 1988). 

Many fortune 500 executives are very good in making decisions and managing peopl , 

empowering them to make deci ions too. Hov ever when the problem ari e they rna tuck 

and concentrate on the problem (s). that rna b on! cau e. In id r not ah a) an break 

up the problem. or define the chain of problem that lead t the r t f th pr bkm 

(I ~a ton · nant. 19 ~ . 'I hut i \\ hy they hin: e. ·t mal c. ·p rt , s thl!y can figur out 

\ h t th ro t pro I m i and how to olvl! it. 'on ultant • I ha\ Ul! rl: •ardin ' 

nal o th li nt they v·t!Ul: inclu I . \ illin, to 

rn. ri ht. n ui kly k n n-



responsible to follow through; contact person characteristics including role clarity, respect 

for their competence, liking each oth r and ind pendent decision making; and client 

organizations with budget contr l. rl: ' !' 't ol superiors and access to political information 

(Kellogg, 1984). Rc ults ori 'ntatit n, int lh.:ctual curiosity, optimism, self-confidence and 

ambition huve uls) b · ·n hi 1hli IHI!d. b arucci and Tetenbaum, as client attributes most 

con i ' lcntly uppeari11u 11 11 ultants wish lists (Carucci and Tetenbaum, 2000). 

everal i sues have turned up repeatedly in examinations of OD consulting success. In a 

large ur e of OD practitioners, Burke et al. (1984) identified differences between 

successful and unsuccessful projects in each of the consulting phases. In the entry phase, 

the power of the client with whom the practitioner works, their readiness to change and 

their willingness to assume responsibility for the effort and its outcome are all positively 

related to success. In the contracting phase, clarity is critical. In the diagnostic phase, 

successful projects use a model to organize data, moreover access to organizational 

resources is important. In the feedback phase the consultant's confidence in the diagnosis 

and the client's affirmations of the data are critical factors. In planning change it is 

Important to te t plans and remain flexible. For intervention, without supporting changes 

such a reward s stems or management style, structural changes will fail. inally, in 

evaluation practitioner r porting uccessful project were mor like! to c nduct 

valuation . and m rc ati ficd with their evaluation pha ( urke et a!. 19 4 ). 

l·ull n n n t \V t 19 c n id n::d b th ide ot the rdati nship. I ecdback fr m 

c n ult nt liti n, I li nt th·n ur kc) t l ,, >n ultin' pr ljc t' 



For instance, it is important that clients ha e to have a clear question. They must also take 

ownership of the problem being addr ed. li 'nt mu t be willing to change according to 

the project's recommendations. h y must nl s have the organizational leverage to act on 

the consultant' recomm~;nd 1t i n'l. Finall , con ultants want to be viewed as credible by 

the client (I· ullcrl )I\ and W sl. 1 

2.5 uccess Factor for an Ideal Client-Consultant Engagement 

It is generally accepted that how the consultant puts together the consulting process will 

affect the relationship with the client and consequently the success of the project. Based on 

the anecdotal views, conceptual frameworks and empirical studies described above, it is 

suggested that consulting engagements which possess the following success factors will 

lead to more favorable project outcomes: competent consultants; an emphasis on client 

results versus consultant deliverables; clear and well communicated expectations and 

outcomes; visible executive support; an adaptation to client readiness; an investment up 

front in learning the clients environment; defined in terms of incremental successes; real 

Partnership with consultants; and inclusion of the consultants through the implementation 

phase. 

critical fa tor for con ulting engagement succe mu t b a c mpetent c n ultant 

( llog, I 4· Z ithamL 199 : r o,·e et al., 200 ). In t day' climate c nsultant has t 

hit th runnin ' bccau client '' nt imm diatc knowledge and . "P ncn c . 

m . kn min < nc limit nd • tin , in ~ rd. n c 



with one's capabilities. Even if the pre ious factors are realized consulting engagements 

require good fit. As consultants play su h a nriety of roles, a client cannot always be 

certain of getting the right typ 1 1 1 'hlin, 19 9). ften the clients' real problem is 

knowing that something is wr n 1 t ut n( t knowing what kinds of help consultants might be 

ab le to provide ( ' ·h ·in. I . For any assignment, there should be fit between the 

eapabilitic, or the con 'Ultant and the expectations of the client. While clients may hire 

consultant for a variet) of reasons, they expect that the consultant's capabilities will at 

least match their situations and the type of consultant is required. That is match of 

personality or management style, personal chemistry (Mitchel, 1994), and belief systems 

(Margolis, 1985). For engagement consulting to be successful, it is necessary but not 

sufficient that there be a good fit between the client and consultant along a number of 

dimensions, including models of consultancy, clients expectations, consultant capabilities, 

and consultant type (Me Lachlin, 1999). 

Rynning (1992) offers a tentative list of factors contributing to consulting "success" 

Worthy of further investigation including: clarity in need/problem formulation; 

number/quality of new ideas· new knowledge; special planning; new ways of thinking; 

level of planning· level of co-operational abilities· management of time; planning 

capabilitie · efticienc of execution; strategy formulation· pr blem ol ing; 

implem ntati n; follow-up· and ec nom . 

pp rtunitie for mann i)cmcnt con ultan y c. ·i t when a p tcnti I licnt fa i with 

pr bl m r un rt inti '' hich c nnot l by hi O\ n r~.: n11 cc n I 



Robinson, 1998). However, unless he is a\ ar that a service that may solve his problem 

exists, he cannot think of using it. It i thcr'for obvious that Consultancy seriously 

consider marketing itself for u h nw I\:n s. that may inQuence potential client selection 

criteria ( pondo, 1988). M 111 l' '111 nt ·onsu ltancy has the capability of changing the 

culture in client lirms md h 1 • th p tcntial to enhance added value in terms of turnover 

and profitubilit 11' u ' ine firm (Mbaluka 2005). The way the clients and management 

consultants relate i critical to\ ards ensuring success in assignments, therefore the need to 

understand client-con ultant relationships. 



CHAPTER THREE: RESEARCH METHODOLOGY 

3.0 Introduction 

The chapter outline th · v 1ri )ll'> :t 'I : that were used to execute the study in a bid to satisfy 

the tudy objecliv~:·. It d tail there earch design that is adopted and methods used for 

data collection tmd data anal. is. 

3.1 Research De ign and Population 

The study adopted a cross-sectoral survey design. It was designed to survey the 

management consultants operating in Kenya. A survey is ideal because it will be able to 

support the demographic data for comparison purpose. 

3.2 Population 

The population of the interest in this study consisted of all management-consulting firms in 

Nairobi. This was due to the fact that most of the management consultant firms in Kenya 

are found in Nairobi which was the main industrial and commercial centre of Kenya. 

There being no ingle complete list of all management con ultancy firms in Kenya, the 

rc carcher relied on a li t of management con ulting firm from the Ken a In titute of 

lanagem nt din:ctory ( 1999), at ion Bu ine dire tor (2006) and tho li ted 

con ult. n y firm categoriz d in the yellow page f the (200 ) telephone dire tor . 

totnl o 0 firm \H:n.: identified. 



3.3 Sample design 

A sample of 50 firms were randomly le t d forth tudy, this represents 63% of the total 

population. All the firms in th p I uhti :m ould not be studied due to time and cost 

limitation . In rccogniti II that Ill '( r th<: firms have almost had similar problems and 

work environment . 0 firm · " ·r n ·idered sufficient for the study. 

3.4 Data ollcction 

The mv , a ba ed on primary data collected by way of structured questionnaires with 

both open-ended and closed-ended questions. The questionnaires were administered by 

multi-approach mechanism that included drop and pick and use of e-mail. To increase the 

response rate, a follow up was done by use of telephone call. The questionnaire was 

divided into two sections: Section, A which was used to generate general information 

about the firms and while section B, addressed the two study objectives. 

3.5 Data analysis 

The nature of the data obtained was mainly quantitative. Descriptive statistics will be used 

to analyse the data. This was the most suitable method for this study since the responses 

involved the respondent's perception. Descriptions of the research finding was analy ed 

by means of P package. The data wa pre ented through percentag , mean , tandard 

deviation and frequencie . De cripti e tati tic uch a arithmetic mean \\a u d 

determine th mo t c mm n re pon ·c. to di ern th e. ·tent f th hallengc. raph. w r 

u ed to di pl y the in orm tion. onclu ion f the study wa drawn fr m the anal ·si . 

D ri ti\ , n ly i i the.: h t in a com1 arath tudy when a r~-:scc. rchc..:r i abl to 

Ill\' ti l n t\\ ) or m r v ri.thl . 
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CHAPTER FOUR: DATA ANALYSIS AND FINDINGS 

4.1 Introduction 

In this chapter, data p 'rt tin in ' t th' r Iationship between management consultant and 

client and 11wt rs orr· ·tin, th ·arne is analyzed and interpreted. A total of 50 

que tionnuirc · v ere di ·tri uted to the respondents. A total of 4 questionnaires were not 

responded to gi ing a re ponse rate of 92% and a non-response of 8%. In section A of the 

questionnaire , question 5 had a non-response rate of 32.6%. The question was "Does 

YOlll' firm carry out other services apart from management consultancy?" The firms that 

did not complete the question cited confidentiality of company profile and ongoing 

restructuring in line with international trends in audit firms. 

The objectives were to determine the client-consultant relationship as perceived by 

management consultancy firms in Kenya. The second objective was to establish the factors 

that influence the relationship between client and management consultant. ection A was 

establishing the firms profile in terms of ownership structure, years of operation, number 

of employees in the establishment and other services offered apart from manag ment 

con ultancy. In section B the qu tionnaire aimed at e tabli hing the client-con ultant 

r lation hip and th factor that influence the arne. The re p nd nt \ er g1 en 

questionnaire d tailing the variou tage of th r lati n hip and th fa t r and a k d t 

indic·ttc th xtc.::nt to which the factor a c kd the rc.::lation hip n each vari< blc n a five 

P<>int lik rt ·I r n •in • rom ·very gr~at c. ·tent" -) tt "not at all" (I) . 



The scores were discussed on the basis of th core " 1" to mean the factor was not 

considered at all while score "3" m ant th fa t r variable was considered to moderate 

extent and lastly score "5" wa to v r ' )r nt ~.· t nt. The data obtained through the use of 

the questionnaire is pr 'cnt d h · u. f d s ripti c stati tics and frequencies. 

The finding , tll'" pr , nt d under the corresponding questions that were raised in the 

objectives of the stud . The cores "not at all" and "strongly disagree" represented factor­

affecting ariable, ~ hich is considered to a "Small Extent" (S.E). This was equivalent to 0 

to 2.5 on the continuous Likert scale (O:SS.E.<2.5). The scores of "Moderate Extent" 

represented factor affecting selection criteria variable that is considered to a "Moderate 

Extent" (M.E). This was equivalent to 2.5 to 3.5 on a Likert Scale (2.5:SM.E.<3.5). The 

scores of "Very great Extent" and "Great Extent" represented factor variable, which is 

considered to a "Great Extent" (G.E). This is equivalent to 3.5 to 5.0 on the Likert Scale 

(3.5::;G.E.<5.0). 

4.2 Company Data 

ection A of the questionnaire aimed at establishing the company' nam and owner hip 

tructure, )' ar of operation, numb r of emplo e in th e tabli hm nt an th r rv1ce 

offered apart from managem nt con ultanc and th 

c m fr m. 

ct r fr m which th m t eli nt 



4.2.1 Ownership Structure of the Firm 

Management consultancy firms in Ken 'n hn dif[i r'nt ownership structure. The purpose 

ofthe question was to find out if th firms nr lo 'a I or foreign owned or a mix of the two. 

Table 4.2.1: The ownership . tru ·wr' oft It' firm 

r--
!Owner hip Frequency Percent 

Local 29 63.0 

l'oreign 14 30.5 

Partly locall and foreign owned 3 6.5 

rio tal 46 100.0 

Source: Response data 

The results as illustrated in Table 4.2.1, shows that 63% were locally owned firms, 30.4% 

were foreign while 6.5% are partly locally and foreign owned. The findings also indicate 

that most management consultancy firms are Kenyan owned, however there is also a high 

representation of foreign firms. 

4.2.2 Number of Years in Operation 

Management consultancy in Kenya has experienced slow growth. The purpose of was to 

find out how the firms have been in existence. 

Table 4.2.2: umber of year in operation 

7 15.2 

2 4 .5 

21.7 

9 



From Table 4.2.2, most firms which responded had been in existence for less than 5 years 

at 43.5% followed by less than 9 year at _1. 7°'o, and more than 10 years at 19 .6%, least 

being 15.2% for firms that ha'c b't:n in ' . i~ll:11C' for less than 3 years. The findings 

indicate that most of the mun · 1g~:m ·nt ( n.·ultan firms (>58%) have been in existence for 

less than 5 years. 

4.2.3 Number of mployee in the tablishment 

In under tanding U1e management consultancy firm's s1ze, one of the items for 

consideration was the number of employees in the respondents firms. 

Table 4.2.3: Number of employees 

Number of employees Frequency Percent 

1-10 5 10.9 

11-30 20 43.5 

31-50 17 37.0 

Above 51 4 8.7 

Total 46 100.0 

Source: Response data 

From Table 4.2.3, most of the firms have employees between 11-30 at 43.5%, the next 

being 31-50 at 37% followed by 1-10 at 10.9%. nly 4 firm out of the 46 re pond d had 

mor than 51 emplo; ee . Th findings also shm: that mo t management c n ultanc firm 

in K nya hav I than . 0 mployee in their e tabli hment . 



4.2.4 Other Services Offered Apart From Management Consultancy 

The management consultancy firm nr kn wn to om r other services like training, audit 

and product development. The qu t i n "ns t lind out whether the firms specialized in 

only management consultun · ' · ·n i ' .. 

Table 4.2.4: Other Sa••irc'· 

ptions Frequency Percent 

Yc 10 21.7 

No 21 45.7 

No re pon e 15 32.6 

Total 46 100.0 

Source: Response data 

From Table 4.2.4, most of the respondents have specialized in management consultancy 

alone with No at 45.7% while 21.7% have other services. There was no response from 

32.6% of the respondents citing confidentiality and ongoing restructuring in line with 

international trends in audit firms. 

4.2.5 Common Sectors Which the Management Consultancy Serves 

Management consultancy assignments are carried out in various sectors. The purpose wa to 

find out which sector does the management consultant carry out most of their as ignments. 

Table 4.2.5: Sector that management con ultant mo tty serve 

Client Frequenc Percent 

Public e tor 10 21.7 

Non govemm nta1 org< ni7ntion 19 41.3 

Private 14 30.4 

Otlt r r nizati n 3 6.5 

rota I 46 100.0 

Sou r . R pon data 



From Table 4.2.5, most of the client that the manag ment consultancy serve are from the 

non governmental organization at 41. 0 o, privnt nt 0.4%, public sector at 21.7% while 

other organization at 6.5%. Non-gov rnm 'ntnl or )anizations and private sector form the 

greatest bulk ofmanagcm ·nt 'Hlsult.lll' ·Ji nts in term of quantity. 

4.3 licnt- onsultuut r 'lationship a perceived by management consultants 

Section B of the questionnaire aimed at establishing the client-consultant relationship as 

perceived b the management consultants. This also takes into consideration from the time 

of contact of consultant and client to the exit or end of the assignment. 

4.3.1 Common mode of entry into management consultancy assignments 

Management consultants use a number of modes to get consultancy assignments. The main 

focus here was to find out the out the common mode of entry into management 

Consultancy assignments as perceived by management consultants. 

Table 4.3.1: Common mode of entry into assignments 

Entry mode Frequency Percent 

Client contact Managem nt Consultant 2 4.3 

Management Con ultant contacts client 5 10.9 

Management Con ultant already working\ ith the client 32 69.6 

and id ntifie other a ' ignmcnt 

Biddin , for j b through tender , quotation 7 1 -.2 

Total 46 100.0 

Sour. 'C • R 1 011 lll I 



From Table 4.3.1, most of the respondents 69.6% enter into management consultancy 

service/assignment through already e 'i ting li nt and identifies other assignment, 15.2% 

bidding for jobs through tender and u ntit ns followed by 10.9% where the management 

consultant contacts client· whih: ·l. ~~ th~. li 'nt contact the management consultant. The 

finding al o show !hut only u ·mall pr portion of the management consultancy jobs are 

advcrti cd and bidd~rs ·all d in t carr out assignments. 

4.3.2 Developing network contacts in the MC assignment 

In taking up management consultancy assignment requires the understanding of the client. 

The purpose was to find out the consideration in mapping out the network and 

identification of key individuals in developing relationships in the client firm. 

Table 4.3.2: Considerations in mapping network relationship in which MC will operate 

Factors Very great Great Moderate Little Not at 

extent extent extent extent all 

% % % % % 

Persons holding the real power for 52.2 36.8 11 0 0 

making decisions related to the 

assignment 

Per on ( ) \ ith aim intere t in the 37.0 39.0 22.0 2.0 0 

ucce or failure of the a ignrnent 
r-
A p r on who hould b kept informed 28 46 17 9 0 

- f-. 

ldcnti fy a p r on \\ ho direct 35 44 17 4 0 

collaboration i e entia\ 

Sour ,. ct. Re pon tl1ta 

hom indi p on h ldin 1 the r\.:al p \\<.:r f>r rn lkin 1 d~.:cision s rdatc t t 

t 5-.-% \\hil th p n \\ h< uld l nly h kcpt 



informed is ranks as 28%. Persons(s) with aim interest in the success or failure of the 

assignment to a great extent and very great ext nt. 39% considered to a very great extent 

and 37% to a great extent. Th findin 1S nb sh w that management consultancy firms 

would quickly identify the p •opl' ht I lin 1 r al power and develop a relationship. 

4.3.3 Types of rclntion ·hip · and interaction 

In working together. client and consultants develop different working relationships. The 

purpose wa to e tablish the types of relationships in the management consultancy 

assignment and the interactions in implementing the assignment. 

Table 4.3.3: Types of relations/zips and methods of intervention in MC assignments 

Extremely Somewhat Moderate Somewhat Not at all 

~ent of relationship important important extent unimportant important 

Factors --
Collaborative relationship 54.4 0 8.7 36.9 0 

A knowledge based relationship 47.8 38.6 13.6 0 0 

Relationship of trust 50.2 29.2 20.6 0 0 

Focus on client rather than self 40.8 48.3 10.9 0 0 

Continued focus on problem definition 26.2 50.2 19.3 4.3 0 

and resolution is more important than 

technical and content mastery 

Motivated by an internal drive to do the 38.4 42.1 13 6.5 0 

right thing than organization reward 

and dynamic 

Believe that ucce in eli nt 49.5 45.8 0 3.7 0 

rei tion hip i tied to c umul tion of 

quality e:peri nc 

Sow·c : R 'JOil 'I l'1ta 

It i VI nt in . . th, t t.: 11 mtiv ti n hip at 54.4% nd r I, ti n hip 1 

ntinu ~ u on th pn bl m i miti n m t 



resolution is more important than technical and content mastery 50.2% somewhat 

important while 26.2% noted it i e ' tr m ly important. The findings also show that a 

collaborative relationship is th b t in rT inn out management consultancy assig1m1ents. 

4.3.4 Factors Cousidtrtd in Tal·ino up A · ignments 

In taking up n 'Sigmm:nt ', management consultants have a number of factors to consider. It 

s ts to e tabli ·h the 1 · considerations when sourcing and taking up assignments. 

Table 4.3.4: Factors considered in taking up management consultancy assignments 

Factor Extremely Somewhat Neither nor Somewhat Not at all 

important important unimportant unimportant important 

% % % % % 

Price 54.3 37.0 6.5 0 0 

Expertise 54.0 34.8 4.7 0 0 

Past experience 51.0 28.3 14.2 0 0 

Image/reputation 34.8 45.7 10.9 4.3 0 

Perceptions and 34.3 41.3 41.3 8.7 0 

eJg>ectations 
Controls of the process 32.6 39.1 15.2 6.5 0 

Clear agreement 41.3 34.8 4.3 8.7 0 

concerning requirements 

Government regu lation 49.7 46.3 4.0 0 0 

Bureaucrac 32.6 38 18.5 2.2 0 

Adverti ing 41.3 28.3 19.5 2.2 0 
-

- r--- 34.8 -~ 
Referral ource 47.8 28.2 0 0 

-
-'-

Source: Re~pome data 

hom 1 abl 4 . .., .4 the management c n ultant can b aid t take up ·ignml!nt ba ed 

ly imp rt nt on I ric~.: 5 . "'%. . p rti ~.: 54% and pa t c. p~.:ri~.:nc at -, %. 

R ~ rr I ·trcm I ' imp m nt t 7. % in t kin, up th~.: a i 'llln nt . 1 h 



findings indicate that pnce, expertise and past experience are the greatest factors 

considered in taking up assignment . 

4.3.5 Maintenance of Relation, hip 

In order to succcssfull ' ·liT) ut management consultancy assignment the consultant must 

idcntiCy the m 'lhods 11' maintaining a working relationship. The purpose was to establish 

how rclnti n 'hip , me maintained during and after the assignment. The data to be captured 

focu ed on ocial exchanges, creating dependency arrangement and returning back to 

solving different problems. 

Table 4.3.5: Relations/zip maintenance 

Factors Very great Great Moderate Little Not 

extent extent extent extent at all 

Social exchanges 55.7 37.8 6.3 0 0 

Creating dependency arrangement 30.4 17 .3 45.8 4.3 0 

Returning back to solving different problems 47.8 28.3 15 .2 6.5 0 

Source: Response data 

It is evident in Table 4.3.5 that 55.7% of the respondents consider social exchange to a 

very great extent to b important. Returning back to solve different problem is con id red 

to a very gr at extent at 47.8°/o while creating a dep ndenc arrangem nt i c n idered 

modcrah.:. 'I he re pon ·e a! o indi ate that ial e:change are e tremd im rt nt in 

n uring that, \\Orking rdation hip i develop d and maintainl:d. 
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4.4 Factors that influence the Client-Consultant relationship 

The second objective of the tudy i t tnbli h the factors that influence the relationship 

between the client and manugcm nt n,'ultant. The questions here are targeted towards the 

factors that influence th · r ·l1ti n ·hi1. 

4.4.1 Mtmng.:numt c n ·ultant · influence in the work of client 

In id ntif ing U1e fact r that influence consultant relationship, the level of interaction 

based on a number of factors will affect how the assignment are performed. The aim was 

to find out the consultants influence on assignments. 

Table 4.4.1a: Management consultants influence in assignments 

Factor Strongly Agree Neither Disagree Strongly 

agree agree nor disagree 

disagree 

% o;o o;o o;o % 

Demonstrating technical expertise 56.2 32.4 11.4 0 0 

Exhibiting professional integrity and 32.6 47.8 17.4 2.2 0 

sharing knowledge 

Demonstrating empathy with the client 36.1 42.3 10.7 10.9 0 

Work products and reports 33.7 40.4 19.4 4.3 2.2 

MC and client input 35.3 43 13 8.7 0 
--U: ing a ertive per ua ion 35.6 45.7 12.2 4.3 2.2 

0 veloping a common i ion 37.4 43.2 17.2 2.2 0 

Using participation and tru t 39.4 45.5 8.6 4.3 '")'") ..... 
Using rc\\ard and puni hm nt 38.3 31.4 26.1 4.2 0 

Us in ten ion • nd • n. i~tic 23.4 35.8 23.4 15.2 2.2 
Sour : R ) 11 1 d Ill 

Iti id nt in 1 th· l nnna cm nt on ultant 

tin t hni I : rti th ' influ n th " rk l t th li nt. l in 1 · 11i i1 ti' 



approach and trust 39% also greatly influence. In all the variables only less than a quarter 

considered them not to influence th w rk f th li nt to disagree and strongly disagree 

(<20%). 

Table 4.4.1 b: Mmwgem 'Ill ·omultnnt. · influence in assignments (descriptive statistics) 

Mean Standard deviation 
-U ing ten ·ions tmd ·m. i tie 1.59 .96 

Uing participati nand trust 1.93 .93 

U ing a erti e persuasion 1.94 .90 

Exhibiting professional integrity and sharing 
1.98 .83 

knowledge 

Developing a commission vision 1.98 .91 

MC and clients inputs 2.03 .94 

Demonstrating empathy with the client 2.07 .95 

Work products and reports 2.17 1.00 

Using rewards and punishments 2.33 1.24 

Demonstrating technical expertise 2.59 .63 

Source: Response data 

The level of influence the management consultants have on assignments can be elaborated 

as shown on Table 4.4.1 b. The table indicates that using tension and anxieties ha a le s 

ignificance on a ignments \ ith a difference of 94.41 confid nee 1 el. ing 

participati n and tru t at a le confidence le\ el of 1 confidence 1 el. ing a rti 

p r ua 1011 at a ignificant level of 1.04 c nfidenc level. em n trating tc hnical 

. ·p rti \\ ith the.:: high~.: t c ntiden c.:: indic, ting that it has a influc.::n ' on as i '11111 nt at 



4.4.2 Obstacles to Client-consultant relationship 

Client-consultant relationship like any th r r lati n hip is likely to encounter obstacles at 

various stages from entry until c.- it . h f urpo c was to find out if they are obstacles to 

client-consultant r lntionship in th<: ' ur '~;; of carrying out assignments. 

Table 4.4.2: Ob ·tac/ ' to li ~nt- il1anagement Consultant Relationship 

Fact r Strongly Agree Neither Disagree Strongly 

agree agree nor disagree 

disagree 

o;o 0/o 0/o o/o % 

Clients may not have adequately formulate 54.3 30.4 4.3 0 0 

the problem and hence the MC is working on 

the wrong thing 

The MC may not have sufficient 15.2 52.2 15.2 2.2 0 

understanding ofthe personality of the client 

or the culture of the organization to know 

whether set of recommendation are 

implementation 

MC may not have established a trusting 28 .3 26.1 23.9 6 .5 2.2 

relationship therefore not getting the 

information required to understand problem 

MC aiming main! at pro ing solutions as 19 .6 37. 17.4 13 2.2 

oppo ed to training the c lient on diagno tic 

and problem ol ing k iII 
- --

Source: Re.\pon ·e data 

It i vid nt in 'I abl 4.4.- it i evident that thcr~..: arc vari u bst. clc in the licnt-

r I tion hip. - . "'% of the rc p nd~.:nts str ngl; a 'r~o.: that clil:nt n1. · not 

nnul t th prohl m h n i " rkin ' on th 



the respondents agree that the MC may not ha e sufficient tmderstanding of the personality 

of the client or the culture of the organizati n t know whether the set of recommendations 

being implemented hence b ming nn b t~ I' in the assignment. It is evident that the 

greatest obstacle in eli ·nt 'onsult.mt r lation hip is the problem formulation by the client. 

4.4.3 Non technical rea on · that affect client-consultant relationship 

In the literatme reYie\\ it \ ·as noted that client-consultant relationship is affected by non-

technical rea on . The purpose of the question was to find out if the client-consultant 

relationships have problems for largely non-technical reasons. 

Table 4.4.3: Non-technical reasons that a (ject client-consultant relationship 
Factors Strongly Agree Neither Agree Strongly 

agree agree nor disagree 
disagree 

% % % % % 

Lack of effective communication about 51.2 38.6 8.2 0 0 

how the project will proceed 

Improperly setting expectations too high 36.8 34.8 15.2 2.2 0 

or too low 

Lack of the follow through on small yet 36.1 43.6 10.9 2.2 2.2 

important details 
·-

Under e timating project comple it or 30.4 34.8 13 .2 2.2 4.3 

cop ,_ 
rl;quirem 

1-- -- r- -- - f-- -
Failing to und r tand u er nt 40.4 39.1 .7 6.5 0 

.Source: Re\ ome data p 



Table 4.4.3 shows that 51.2% of the re pondents strongly agree that lack of effective 

communication of how project \Vill pr 'd i non-technical issue but will affect client­

consultant relationship. 40.4° o tr ngl nnrcc that failing to understand the users 

requirements will be an ob-;t 1 ·I in th' r 'lationship. 



CHAPTER FIVE: SUMMARY, Dl CUSION AND CONCLUSION 

5.1 Summary of Findings 

The atmosphere )r th' r ·l .. Hi nshi1 i · considered essential to understand and to manage 

client-consultant n.:lati n ·hip· Roehrich and Spencer, 2001). The emerging challenges of 

globalization. new t elm 1 gie and competitiveness required by firms to operate have lead 

to the increa ingl important role of management consultancy firms. Management 

consultancy in Kenya has experienced a rather slow growth in comparison with some other 

professional services. It is generally accepted that how the consultant puts together the 

consulting process will affect the relationship with the client and consequently the success 

of the project. Management consultants should respect the preferences and interests of the 

client, while the client should respect work and effort of the consultant. 

5.1.1 Client-Consultant Relationship as Perceived by Management Consultants 

The study aimed at establishing the client-consultant relationship as perceived by 

management consultanc firms in Kenya. The study shows that most of the management 

consultanc firms are locally owned 63%. However there i a high pre ence of for ign 

owned firm at 30.5°/o. It i al indicati e that mo t of th firm have b en in exi tence [i r 

Je than ten year (5 %). It i likely that mo t f th 1 cal firm ha e been formed within 

the Ia t 5 )'I!Ur . ·urth r m st r th~; firm had bd\\C n 11- 0 cmpl el:S, whi h al 

indi at the nntun.: o , ignmcnt tak n by the management n. ult.mc1 firm in Kenya 

' ' ull h ' . It i indi ·ativc that Ill< t ll th m, n \ 'ctncnt 

r m r th n n r\ I . I m t ) th~.: h m 'in , 



environmental needs set by world wide tr nds in audit, most of the respondents are 

beginning to narrow down to only mnnng mcnt Consultancy at 45 .7%. Management 

consultancies are mainly used in rnm 'ntal rganization and the private sector in 

terms of quantity. I low 'V 't tin: 11. \\ .ls nn indication that in terms of value of assignments, 

the public sector provid ·s th hi ' h~; t alue assignments . 

The beginning of the client-consultant relationship often coincides with the beginning of a 

project. There are three ways, or 'entry forms', for a consultant to join a client's project. 

First, the client can take the initiative of contacting the consultant. Another type of entry 

form, the consultant contacts the client. Finally, there is the case where the consultant is 

already working with the client on a project and identifies other problems beyond the 

scope of that project. A holistic view of the client organization facilitates this type of 

project initiation. 

The study results show that management consultants mainly get assignments through 

already existing clients at 69.9%. This could be partially attributed to a lack of directory 

where nev management consultants can be identified to compete for assignment . Furth r 

it would also ho\ that firm are more comfortable working with the management 

con ultancy fim1 that the ' are a\ are of in the market or ha e had a pre i u working 

relation hip. Thi further ech ed that a c llab rati e relati n hip 54.4%) and a 

relation hip oftru t -o._%) an.: highly rated and pn.:fcrn.:d in a ignmcnt . It al indi at d 

th t th 111 licnt r lation hip i tied t ac umuluti n f qualit: c. ·p ri nc . thcr 

in t kin nt ar ba d on price -4. %. c:1 rti - % .md p. t 

lo/c.R tr m I imp m nt t 7. % in t kin ' \1 th 



assignments. This shows that management consultancy assignments are mainly taken 

based on price, expertise and experien t n mpli hit. 

licnts do not wish to k · 'I 't n ·ultants in-house for too long for budget reasons. Project 

time varic-, but usu1lly l mplex project may last for three years. The consultant tries to 

be vigilant ab ut th client" business even between projects when it is not developing a 

solution with I for the client. During these periods, social exchange plays a crucial role. 

Informal contacts, isits to other clients, social events, or even personal contacts assure 

social continuity in these markets both during and in between economic transactions. The 

consulting firm is marketing its future projects by so doing. If the consultant returns to the 

client after a project is finalized, this may mean that the client became dependant. 

The study shows that most the respondents (55.7%) consider social exchanges to be 

extremely important during the assignment. Taking into consideration that most 

management consultants enter into new assignment through already existing clients, then it 

becomes ver important if they hope to return back to solve different problem or get new 

a signment . 

5.1.2 a tor that Influen li nt- n ultant R lati n hip 

ti \ •a to t hli h the fact r that inflt11.:n ~.: the rd. tionship h 'l\ ~.: n 

th m nt n ult nt. 1 m th tudy ltn iin l: m1 t nt n ult·mt · 



an emphasis on client results versus con ultant deliverables; clear and well communicated 

expectations and outcomes; visible ex uti ~ upport; an adaptation to client readiness; an 

investment up front in learning th 'liLnts l:11 ironment; defined in terms of incremental 

successes; real partnership "ith · nsultant ; were evidenced as key factors. The client 

consultant r ·latitH\ship l~tll ·r m rl! ften on issues of communication and agreement than 

on probl m · with r-- ,. r 1 r \ ork (Voss, 1993). The open communication must proceed 

in two dir ction ·: b ing able to express yourself and being able to listen to the other party. 

The benefit are rarel equal. In practice this means assuring each side gets enough of what 

it wants to feel satisfied with the deal. 

From the study it is evident in Table 4.4.1 that management consultants strongly agree 

56.2% that by demonstrating technical expertise they influence the work of the client. 

Using participative approach and trust 39.4% also greatly influence. In all the variables 

only less than a quarter considered them not to influence the work of the client to disagree 

and strongly disagree ( <20%). There are various obstacles in client-consultant relationship, 

this include the client not being able to adequately formulate the problem and hence the 

management con ultant " orking on the wrong is ues. Thi is v ry common with mo t 

re pondent identifying it (54.35°/o . Thi affect the le el of influence f the management 

c n ultant . Thcr~.: are al ·o ituati n ' here the manag ment con ultant ma) n t ha\ e 

ufficicnt under tanding f the pt.:r onalit · f the client r the cultur f the organizati n to 

know wh th r 

n th r mm n 'h n th m nt on ult nt h n t ~t,\bli he l n 

tru tin ttin th in nn ti m 1uirc I l ) 



problem. The client-consultant relationship is also affected by non-technical issues like 

communication, expectation, foil w up n detail , project complexity and user 

requirements. The mana gem nt n.'ult:mts aL o p 'rccivcd as indicated in the study that 

lack of effective communit: tti )0 .tl ut how the project will proceed greatly affect the 

client-con ·ultunt r ·lt!i m:hi1 I 2%). The consultants also greatly agree that failing to 

undcr·tand u · T r quir m nl \ ill also affect the achievement of the assignment. 

5.2 Suggestion for Further Studies 

A study should be carried out to determine the client-consultant relationship from the 

perspective of the client. Other studies could be done to establish if customer service is a 

factor that influences the relationship of the client and management consultant. Another 

research would be to establish the competitive strategies adopted by management 

consultant in the search and maintenance of clients. 
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Appendix i 

List of Management Con ultancy firm 

1. Acacia Consullants Ltd 

2. Afri an Dcvdo1 nwnt ', 

3. Tndu ·triall'n)m llllll 111 ullanl 

4. Br ldnn onsult ml · Lld 

5. 

6. Gordon !elvin ... Partners Hse 

7. Bookman Consultants Ltd 

8. CODA Consulting Group 

9. DCDM Consulting (EA) Ltd 

10. Capital Preserve Consultants 

11. Equator Advisory Services Ltd 

12. Executive Consultants Ltd 

13. ETC East Africa Consultants 

14. Fine Line Systems & Management Ltd 

15. HACCP International Africa Ltd 

16. HLB Zainash Consulting ltd 

17. IQ Consultants ltd 

18. Josem Trust Co ltd 

19. Karumasi Consultancy ltd 

20. Matrix Development Consultants 

21. 1akeni & 1utua A ociate 

22. Stan Bu ine Con ortiurn 

2::\. lent on ultant Ltd 

24. PK F C n ulting ltd 

25. ltd 

2 . i l•nt r ri s Ltd ( 

27. p 



29. GACHANGA & ASSOCIATES 

30. Osano & Associates 

31. PKF, KLSA Pannel Kerr For t r 

32. Ernst & Young 

33. Githongo & om1 ill ' 

34. J wan 1\sst)cinll'S 

35. Kangelh' & ss) · tll l s 

36. I ILB ·Iwir 

37. Pri "Wal rh u e Cooper 

38. Afrinet Commerce Ltd (e-sokoni) 

39. Crown Agents 

40. Health Access Ltd 

41. SPA Infosuv East Africa Ltd 

42. Getso Consultants Ltd 

43. Corat Africa 

44. Belion Business Associates 

45. Bockrest Gen. Enterprises Ltd 

46. Motivator Enterprises 

47. Kenya Productivity Institute 

48. Infowin 

49. PIE Consultancy 

50. TK Consulting Ltd 

51. Strategic Options 

52. Achiever Ltd 

53. R our e A so iat Ltd 

54. 

55. quit, 1anagcmenl Ltd 

5 . m nl rvi 

57. ·du , lion - mmuni , lion (AI }· ) 

u Jt,mt nts 

m nt 



60. Armstrong & Duncan 

61. Askim Management Consultant 

62. Astrads Management Service 

63. Capacity Development fri 

64. Chart Manne ment <msult,mt 

65. Com rnfl K('l'l ,1 I ld 

66. Conlinous I mpr w m nl lanag ment Services 

67. Dafinn 111 ·ultanl Lld 

68. Formal Manag ment Services 

69. Globofam Consultants 

70. High Growth Ianagement Consultants Ltd 

71. Maer Associates 

72. Progress 2000 Ltd 

73. Promin Consultants Ltd 

74. Setpoint Associates Consultants 

75. Sheerlogic Management Consultants Ltd 

76. Strategic Consultants Ltd 

77. Top Edge Consultants 

78. Westlands Management Consultant 

79. Zedesen Associates 

80. Strategic Business Options 



ppendix ii 

Letter of Introduction 

August 2006 

Dear R spond 'nl 

MBA RESE RCH REPORT 

The questiom1aire is designed to gather information on the client-consultant 
relationship in Management consultancy firms in Kenya. This stud y is being 
carried out for management project paper as a requirement in partial fulfillment of 
the degree of Masters in Business Administration, University of Nairobi. 

Your response will be treated in strict confidence and no instances will your name 
be mentioned in the report. 

Your cooperation and support will highly be appreciated. 

Yours faithfully, 

····· ···· ········ ·········· ........ . 
WANYONYI EDWIN W. 
MBA STUDENT 

JACKSON MAALU 
PROJECT SUPERVISOR 
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Appendix iii 

Questionnaire 

Please answ r the' following qm sli ns l pia ing a li k (-../)in the spaces provided and/ or 
giving d LdL a, m, b · r pt l •d. If in an qu stion, the alternatives provided are not 
exhaustive, provi<.k tlur r "'P n ' und r 'oth rs'. 

Th qu 'Slionnair' would .1ppropriately be completed by the managing consultant (or 
h ad of ·on ·ttl lane d F artment). 
D signa lion of R ·r ondent: ........................................ .................. . 

Section A 

1. Nan1e of Organization (optional) .................................................................... .. 

2. What is the ownership structure of your firm? 

Local { } Foreign { } Partly locally and foreign owned { } 

3. Years of operation: 

Less than 3 years less than 5 years; less than 9years; more than 10 years 

4. How many employees are there in the Kenyan establishment of your firm? 

1-10 11-30 31-50 Above 51 

5. Does your firm carry out other services apart from management consultancy? 

Yes { } o { } 

6. If Ye please specify .................................................................................... . 

7. Most of your client ar from which ector: 

Publi tor { } Privat { } 

Ton T v rnm nt, 1 org<mization { } th r organization { } 



Section B 

8. How do you enter into managcm nt nsull n s rvi es/assignments? (tick) 

Oth 
MC conl<lcl with th' ·Ii nl and id ntifies through tenders, ers 

i) Client conla~cs ii) M iii air ady working iv)Bidding for jobs v) 

dil·nl uotations 

9. Which of lh a ignment approaches do you prefer 

10. The following are considered in mapping out the network of relationships in which 
the management consultant will operate. Which ones do you and to what extent. 

Factors Very Great Moderate Little Not at 
great extent extent extent all 
extent 

5 4 3 2 1 
i) Person holding the real power for 

making decisions related to the 
assignment 

ii) Person(s) with main interest in the 
success or failure of the assignment 

iii) A person who should be kept informed 
iv) Identify a person whose direct 

collaboration is essential 
v) Others (specify) 

11. The following provides the roles and methods of interventions in the client-
management consultant relationship. Which one expres how important or 
unimportant the intervention is? 

unimportant 
nor 
unim ortnnt 

5 4 3 2 
i) tionship 

1 



problem definition and resolution 
is more important than technical 
and content mastery 

vi) Motivated by an internal driv t 
do the right thing th, n 
organizations reward .1nd 
dynami s 

vii) B li v lhal sur · 's · in Ji nt 
r Jali nshii i: tid to 
e curnulnlion [ quality 
cxp 'ri 'nces 

viii) Believe U1al l:: lh elling and 
s rving are aspects of 
professionalism 

ix) Believe that there is a distinction 
between business life and private 
life 

x) Others (specify) 

12. The following are categories of client-management consultant relationships. Which 
ones do you consider and to what extent? 

Factors Extremely Somewhat Neither Somewhat 
important important Important unimporta 

nor nt 
unimportant 

5 4 3 2 
i) Achieving organizational 

purpose and objectives 
ii) Providing information to the 

client 

iii) Solving clients problems 

iv) Making diagnosis, which may 
necessitate of the problem 

~) Making recommendations based 
on the diagnosis 

i) A si ting with impl 'm ntation of 
reconunended actions 

\'ii) Building a con nu and 
ommitm nt round , corr ti 

action 
viii) Facilitating client learning 
i ) Perm n ntly imi roving 

orgnni7.a lional cJf ecli vc.ness 

7 

Not at all 
important 

1 



13. The following are key factors in taking up MC assignments. Which ones do you 
consider important or unimportant 

Factors E,·trcmcly om what Neither Somewhat Not at all 
important important Important nor unimportant important 

t - - unimportant 
1--

4 3 2 1 - - 1-
Pri 

Tx rlis 
Pasl x cri 'nc' 
Image/ r 'pula lion 
Pcrceglions <md e.\.p~clations 

Conlr 1 of Lhe F r ce (dear 
assignments) 
Clear agr ement concerning 
requirements 
Government regulations 
Value evaluation 
Bureaucracy 
Advertising 
Referral sources 
Others (specify) 

14. How do you maintain your relationships in the firms you have worked in 

Factors Very great Great Moderate Little Not at all 
extent extent extent extent 

5 4 3 2 1 
Social exchanges 
Creating dependency 
arrangement 
Returning back to solve 
different problems 

71 



15. How does the management consultant influence their work with the client? Please 
indicate how strongly you agree or disagr with the statement indicating by ticking 
only the number which best repre ent r ur l 1 of agreement 

-
Factors ~ trongly Agree Neither Disagree Strongly 

agr' agr·ee nor disagree 
disa~r·ee -

1 2 3 4 5 
D mon lrulin~ ll' ·hni · tl ' 1 'rlisc 
Exhibiting pr )f 'ssion-.tl ml ri 
and sharing 1:.-no,,vl d~ -=- 0 u '·ilh the D monslralm' ~mpa 1y 
client 
Work products and reports 
MC and client inputs 
Using assertive persuasion 
Developing a commission vision 
Using participation and trust 
Using rewards and punishments 
Using tensions and anxieties 

16. What are the obstacles to client-management consultant relationship? Please indicate 
how strongly you agree or disagree with the statement indicating by ticking only the 
number which best represents your level of agreement 

Factors 

Client may not have adequately 
formulated the problem and hence 
the MC is working on the wrong 
thin 
The MC may not have sufficient 
understanding of the personality of 
the client or the culture of the 
organization to know wh ther et of 
recommendations are im 1 mentable 
MC m. y not have tablish d a 
tru Ling r I. tion hip, th rcfor not 
g tting th information r quir d to 
un l r t n r bl m 

n pr 1 m 

Strongly 
agree 

Agree Neither Disagree 
agree nor 
disa ree 

Strongly 
disagree 

7 



17. Most client-management consultant relationships have problems for largely non-
technical reasons. Please indicate h ' LT n ly you agree or disagree with the 
statement by ticking only th numt '1' which b 'Sl r pr sents your level of agreement 

-
Factors Stron lly Agree Neither Disagree Strongly 

agr e agree nor disagree 
disagree 

5 4 3 2 1 
La k of 'ff 'eli v ' · 111ununi ation 
ab ul how Lh projecl will r_roceed 
lmprop 'rl · lling e pectations too 
high or too low 
Lack of follow tlu-ough on small yet 
important details 
Under estimating project complexity 
or scope 
Failing to understand user 
requirements 
Others (specify) 

Thank you for your cooperation. 

7 


