© SYMPHONYA Emerging Issues in Management, n. 220
www.unimib.it/symphonya

M anagement Consulting Boutiques
and Global Markets

Antonella Negri Clementi”

1. A Distinctive M odel

Supporting companies when they require far-reachhmgnges to one or more
components of their corporate or business model.

Assisting entrepreneurs or managers in creating lasting, sustainable value
and providing energy and solidity to projects.

Going beyond strategic planning to verifying markeherence, consistency
and feasibility, through the network of own relato whilst offering competent,
creative support thanks to multidisciplinary teamshere positive cross-
fertilization can take place.

Only by adopting this model can a strategic comsmylboutique successfully
operate in the multifaceted world of managemensatiimg. This firm should be
offering uniqgue and customised solutions thanksh# concentration of strong
competencies in a small/medium sized business.

In a global market, where the pressure to congtgntiw can at times appear to
be the only driver for success, there can be atmapproaches to value creation
and development: approaches that seek distincégenad the ability to create
something special, because firms which want todstart and gain a competitive
edge do not necessarily have to be large or evéalers in their field.

In fact a market primarily driven by the supplyesicreates the ideal conditions
for a distinctive offer, irrespective of the siztle firm proposing it.

2. The Challenges of Change

For the last half century strategic consulting hasvided assistance to
companies tackling change and development and emgamginternationalisation,
identifying and assessing new opportunities. Thege has not changed.
Nowadays however it has become increasingly urtgertccelerate the pace of
change through a renewed and more open attituéedlution in corporate and
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business models. These models are increasingst bgshe challenges of global
competition and increasingly need to be verified the market and rapidly
upgraded or modified.

The Italian industrial system in particular hasrbessted over the last few years
by a series of challenges: globalisation has irsz@ahe level of competition,
weakening barriers to entry in several marketshrietogy has accelerated the
speed of structural changes in demand, reducinduptoand sector life cycles;
and lastly, the adoption of the euro has elimindbedweapon of devaluation on
which companies often relied in order to regain ampetitive edge. The
combined repercussions of these three phenomera lhal bare the inherent
weaknesses of certain sectors which have tradljobaen powerhouses of the
Italian economy - in the process, causing Itallyars of world trade to slide.

The challenge of change therefore can neitherr@egl nor avoided: as the IBM
Global CEO Study - the widest research projechis field ever carried otit has
shown, the leaders of successful global enterpaiseesteadily recognizing that their
ability to effectively manage change is increasihg slower pace than change itself.

In fact, the very concept of change or evolutiotalsng on a multi-dimensional
slant, way beyond the traditional boundaries reprtesi by technology, marketing
or design, thereby becoming the ever-present dioregrowth.

In the current competitive climate, the success ocdbmpany has to be grounded
on an evolutionary blend involving various dimemsio products/services,
markets, processes, corporate and business mdelds though it has been
demonstrated that enterprises with the top margpwil rates are those placing
the greatest emphasis on innovative business mostelstural and/or financial
changes to corporate or business models nevershepeesent the area in which
companies are least concentrating their effortspating to the above-mentioned
IBM study. Cultural factors - a tradition of focagi on the more familiar original
business scope, uneasiness in confronting ratie@eld models which are distant
or the fear of losing power and influence - arebaitay at the origin of this short-
sighted attitude by entrepreneurs and managers.

It is the key task of a strategic consulting fironrhtelp companies create value
through supporting them and/or inducing them tonmetilate and expand their
notion of change and evolution.

3. Personalisation of Solutions

In the market for strategic consulting servicesclwhas we have already seen, is
driven by the supply side rather than by the densahel - or at least this is how it
could be if the main players expressed their patietieativity to the full - naturally
the boutique model did not come about to meetestls of all businesses.

Global clients having priority requirements linkénl standardisation, to the
development and control of global intervention medénd that their needs are
perfectly met by large-scale consultancies, ofterftinationals, offering specific
industry specialisation. The same can be said fdtimational managers seeking
a brand which is recognizable across different et@tkone which can be
associated with strategic industrial plans.
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On the other hand, all those clients with a spe@pproach to global markets
can reap the best advantage by dealing with a dongboutique. Requirements
which must be met at the highest level by servicaviders by focusing on
customisation, differentiation and creativity.

Clients who view internationalisation not only asgoportunity to increase exports
but who seek a more creative, differentiated amgbréa each market, or multinational
companies wishing to set themselves apart in thafpltalian market.

Clients aiming to impose far-reaching change, suppdby the authority to do
so, are typical “boutique clients”. Irrespectivevdiether these clients are owners
or managers, they possess the entrepreneur'sdattdnd tools: consultants
assisting these clients are expected to make ttrepeeneurial dream become
reality through a personalised, dedicated approach.

4. Cross-Fertilisation of Experiences

What distinguishes the approach adopted by a hatictpm that of a large
consulting company? Where does this particularepnéneurial model find the
most fertile ground to realise its potential?

A strategic consulting boutiqgue must first and foost be capable of
innovating, enhancing above all its creativity -m&thing which is widely-
recognised as being an Italian attribute.

And its actions must be marked by agility and spekd former implies an
ability to change tactics and direction rapidly atedenable the company to
anticipate, adapt or react proactively to changethe competitive framework
whereas the latter implies the ability to rapidipheeve set objectives.

As mentioned previously, boutique consultancy fimpgrate in global markets
in selected areas in which they hold the strongestpetencies - being capable of
providing tailor-made rather than off-the-shelf\segs in any situation.

The concept of "customisation" is not new per sdligtinctive: if taken to
mean the capability to build and manage an effeatefation-based system with
clients one can take for granted that customisateombe found in any situation
where B2B companies successfully operate. A ctesty boutique's
distinctiveness lies in the manner in which clossn® the client is expressed,
starting with a special multidisciplinary approashich is the result of cross-
fertilisation between different skills and expeges.

When faced with a client's request, it is only naltthat the reaction of a large-
scale consultancy firm will be directed firstly éfficiency and to optimisation of
the number of resources available: the outcomenig@proach which is only
moderately personalised, in which “practices”, giedl and diagnostic models
and only fully-tested project solutions will be @ded. This is precisely where
the strength of the best multinational consulting$ lies.

On the other hand, a small organisation, with waleging and deep internal
competencies, has an instinctive inclination tauon efficacy. It is more open
and ready to listen to the client, being less ciioned by its own operating
traditions, and it is more likely to formulate nededicated proposals. It is in fact
patently obvious that in this high-intensity inésltual services market those
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players holding the necessary competencies ne&kéoon the role of inducing
and actually generating the demand for change.

5. Management Consulting Boutiques: The Global Strategy Case Study

In order to accelerate the development of innoeatigteas, this specific
boutique firm - Global Strategy - uses its own reses, selected through the
adoption of multidisciplinary and entrepreneuriakezia, to foster in the most
natural and constant manner the cross-fertilisadboultures and the sharing of
experiences and skills built up either inside otsme the company. This makes
it possible to carry out a wider scope of the sfyat project with a view to
seeking out business opportunities.

Global Strategy is built around resources with ghhievel of seniority and
robust skills. People who can count on an areaxoéllence where they have
acquired great experience, both in consultancy wamk within businesses,
backing this up with a second well-established cetepce area.

In a boutique firm, functional competence is a 88aey requirement, but it is
not sufficient. It is also necessary to be opened®d and flexible with the desire
to constantly seek out new challenges, and withak for seeing strategic needs
beyond one's own horizon: qualities which in agéatgmpany can be found in top
management and - possibly - in the consulting com@s a whole, but which in
boutique firms must be an essential attribute efrgteam member.

Solutions starting from typical analytical and diagtic processes, definition of
strategic alternatives and selection, should atm & further research into the
underlying reasons, driven by the goal of nevetlisgtfor the most obvious,
conventional solutions.

In large-scale organisations, consultants, espgdia youngest ones, merely
execute instructions. This practice cannot be abéel in Global Strategy. Our
consultants have to be in sync with clients andsess some of their
entrepreneurial spirit, as well as their skills.c@ra relationship built on trust has
been established, our consultants may even disagtieelient practices, offering
a constructive, alternative vision and quite pdggiefusing to passively share the
client’s perception.

Global Strategy attracts highly experienced resssitry offering professional
opportunities for career advancement, not onlyrms of roles, but by providing
the opportunity to acquire new skills and procedufestering development of an
entrepreneurial approach to business and to ome's awtivity. By creating
conditions for essential human resources continute firm builds a solid
platform of shared skills and offers the highestlef proximity to clients.

In short, its consultancy model, its recruiting aisdon-the-job training policies
focus on specific characteristics that determiree dhality of results for clients
and which can be referred to individual consultdntsalso to the company as a
whole, almost as if it were a single, acting entity

These characteristics are largely representedeimibdel put forward in 2006
by Howard Gardner iffive Minds for the Future®. In order to face the challenge
of the new it is not sufficient in fact to haveiagie intelligence; there must be a
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harmonic whole, and a mind which is disciplined,ntBgsising, creative,
respectful and ethical.

From our point of view the first three charactecsiare absolutely essential.

The disciplined mind is based on a mastery of alsaihgrounded on learning from
different disciplines and on the development ofaegma of excellence. A disciplined
mind is a key element in the ability to plan, foacumsimplementation, handle details,
evaluate, respect timeframes and coordinate disttiplinary workgroups.

The synthesising mind allows one to efficiently mga the enormous quantity
of information which has to be processed in oradeptevail over exceedingly
complex problems. It allows one to grasp and sdleEtmost relevant elements
and to integrate ideas stemming from different sph@f knowledge in order to
generate and convey a logical, innovative and lutsohn.

The creative mind makes it possible to reveal amdetstand new problems,
critical issues and phenomena and to devise saobjtigoing beyond routine
management. It allows one to become a “practicaded” visionary, to
recognise new differentiating elements for thent/iencouraging management to
change their behaviour in order to pursue freskailjes more effectively.

We can obviously take the ethical approach fortgdrone which does not allow
exceptions and which entails fulfilling one's resgbilities in the various arenas.

We therefore need to now define our vision of tlemoept of "respectful”.
Aside from the literal meaning of being aware ofl aaluing differences between
human beings and cultures, it is important to emjseathe significance for a
consultant: attentive listening, an open-mindedre@agh to each and every client,
to their particular characteristics and the speityfiof their problems, in short,
total identification with the client. The speciabmabination of human and
intellectual qualities must allow the consultamgnfi the start, to understand the
client's needs, attributes and restrictions, tmgkand acting just like the client.
But in the end retaining his or her own diversitydaspecific skills as well as
being disciplined, concise and creative and, therptoviding real value.

The relation between an ethical mind and a respletiid is very close, and it
naturally produces balanced solutions which arectidd at a wide system of
values: not only pursuing objectives based on mrm competitive edge, but also
meeting the expectations of stakeholders, in amditio the interest of the
individual or the specific group.

Notes

1 IBM Global CEO Study, carried out with 1,130 inewws on CEOs belonging to 32 different
industries in 40 countries.

2 H. Gardner Five Minds for the Future, Harvard Besk School Press, Boston, 2006.
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