B
~ MICHEL E.DOMSCH

@ Springer



Human Resource Management
in Consulting Firms




Michel E. Domsch

Elena Hristozova
(Editors)

Human Resource
Management
in Consulting Firms

With 42 Figures

@ Springer



Professor Dr. Michel E. Domsch
Dipl.-Oec. Elena Hristozova, M.E.S.

L.P.A. Institute for Human Resource
and International Management
Helmut-Schmidt-University
Holstenhofweg 85

22043 Hamburg

Germany

michel.domsch@hsu-hh.de
elena.hristozova@hsu-hh.de

ISBN-10 3-540-31137-8 Springer Berlin Heidelberg New York
ISBN-13 978-3-540-31137-9 Springer Berlin Heidelberg New York

Cataloging-in-Publication Data
Library of Congress Control Number: 2005938501

This work is subject to copyright. All rights are reserved, whether the whole or part of
the material is concerned, specifically the rights of translation, reprinting, reuse of illus-
trations, recitation, broadcasting, reproduction on microfilm or in any other way, and
storage in data banks. Duplication of this publication or parts thereof is permitted only
under the provisions of the German Copyright Law of September 9, 1965, in its current
version, and permission for use must always be obtained from Springer-Verlag. Violations
are liable for prosecution under the German Copyright Law.

Springer is a part of Springer Science+Business Media
springeronline.com

© Springer Berlin - Heidelberg 2006
Printed in Germany

The use of general descriptive names, registered names, trademarks, etc. in this publica-
tion does not imply, even in the absence of a specific statement, that such names are
exempt from the relevant protective laws and regulations and therefore free for general
use.

Hardcover-Design: Design & Production, Heidelberg
SPIN 11606727 43/3153-5 4 3 2 1 0 - Printed on acid-free paper



Preface and Acknowledgements

Consulting is a knowledge-intensive industry, in which human resources are con-
sidered to be the most important asset. This industry, which had been flourishing
until recently, has attracted the interest of academia, private business, public au-
thorities and even journalists. As a result, a broad range of issues related to this
sector have been explored in detail. However, only a few contributions deal with
personnel or human resource management.

There are two possible explanations for this lack. Due to its uniqueness and
strategic importance, information about human resources has been treated by con-
sulting firms with a great deal of confidentiality (Mohe 2004). This has been con-
firmed by our own experience. On the other hand, human resource management in
consulting firms has just recently gained a more “explicit” and “formal” shape
(Graubner and Richter 2003), thus making it a subject of researchers’ and practi-
tioners’ interest.

Therefore the main intention of this book is to provide an insight into those ar-
eas as yet barely touched on by delivering a specific and fairly concrete idea about
the role and different facets of human resource management in consulting firms.
Although the present volume is addressed to a relatively broad audience, it is
mainly aimed at the potential clients and applicants of consultancies and, of
course, at scholars looking for empirical evidence with regard to the topic. Fur-
ther, we can imagine that this book could be a useful source for professors teach-
ing consulting firm management in a practice-oriented manner.

For the purposes of the present book we invited both HR professionals and
managers from leading consulting firms as well as scholars investigating HRM
within the consultancy industry. In the following, we will introduce the volume
chapters and the relevant authors.

The Volume Chapters

All contributions reflect empirical evidence regarding personnel practice in lead-
ing consulting firms. The company reports have a common structure in which the
first part presents the corporate background including size, clients and philosophy
and the second part eider delivers an in-depth overview of the different HR pro-
cesses or focuses on one concrete HR practice that is described in detail.

The first introductory chapter presents an integrative review of the role of hu-
man resource management in consulting firms. Starting from Ulrich’s model re-
garding the roles of HR, Michel E. Domsch and Elena Hristozova, analyze the ex-
tant literature, focusing on particular personnel aspects arising from the specific
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business. The framework for the analysis serves also as a framework for the vol-
ume.

In the second introductory chapter Klaus Reiners focuses mainly on the impor-
tance of HRM in the consultancy industry. Starting with an overview of the recent
developments on the consulting market in Germany, he derives the specific need
for personnel management in this field of industry. In conclusion, he presents the
whole range of basic and further training entities offered by the Federal Associa-
tion of German Consultants.

The next part analyzes the role of HRM as a strategic partner and change
agent. Central to this part is the report of Kienbaum Management Consultants fo-
cusing on the value-oriented culture of the company. Walter Jochmann shows how
the HR core instruments are aligned with the corporate vision. The author stresses,
in particular, Kienbaum’s strategic competency management, performance man-
agement, corporate culture, and change management.

The chapters in the section “HRM as administrative expert” depict mainly the
traditional role of HRM and reveal industry specific aspects regarding personnel
functions such as recruitment, training and development, career development,
knowledge management and so on. Most of these contributions are insider reports
giving the reader a fairly concrete idea about HR systems and processes in leading
consultancies.

To begin with the reader is provided with an in-depth overview of the current
personnel practices in international consultancies. Michael Dickmann, Michael
Graubner and Ansgar Richter compare HR practices in international consultancies
with those in multinational organizations from other industries. Further, starting
from the “Three-wave model” of Kipping, the authors distinguish between per-
sonnel practices in consultancies from the “second” and those from the “third”
waves.

“Human Resource Management as Administrative Expert” contains two dif-
ferent kinds of contributions. While the cases of Booz Allen Hamilton, Metaplan,
Roland Berger Strategy Consultants and BDSU deliver a broad picture of their
personnel systems, Accenture and Lee Hecht Harrison focus on cases dealing with
single practices regarding leadership development and knowledge management.
The case in Chapter 9 focuses also on a concrete HR practice with regard to em-
ployer branding.

In Chapter 5 Rainer Bernnat and Angelika Sonnenschein use Booz Allen Ham-
ilton’s personnel background to present all the facets relevant to the corporate
process of career planning. Further, the authors focus on HR-related corporate best
practices such as mentoring programs, sponsorship programs and evaluation pro-
cesses, all of which are aimed at the personal and professional development and
career progression of the employees.
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Chapter 6 reflects the theoretical background of Metaplan’s consulting phi-
losophy and HRM. Wolfgang Schnelle presents fairly concrete examples of per-
sonnel tools used within the corporate practice of recruitment and training.

For the case of Roland Berger Strategy Consultants, Burkhard Schwenker de-
livers a broad picture of the firm’s specific HR systems and tools. Within the HR
framework he focuses, in particular, on the basic principles on which HR work is
built as well as on personnel processes and levers like selection, evaluation, com-
pensation, and training and development. The author presents further initiatives
aimed at additional skills and motivation enhancement.

Chapter 8 deals with HRM in “Junior Consultancies”. Kathrin Giinther,
Frederike Harms, Mareike Schilling and Lorraine Schneider sketch briefly the
phenomenon of Junior Enterprises in the European consulting arena. Based on dif-
ferent cases from their own practice regarding selection, employee commitment,
training and alumni retention, the authors deliver a concrete and detailed idea of
personnel work in Junior Enterprises.

As already introduced the final three chapters deal with specific aspects of
single HR practices in consultancies, such as employer branding, leadership de-
velopment and knowledge management. Stephan Erlenkaemper, Tom Hinzdorf,
Katrin Priemuth and Christian von Thaden focus on the method of preference
matching, a successful form of employer branding in consulting firms. Using the
method of choice modeling as a basis, the authors explain the process of prefer-
ence matching. Further, they deliver findings regarding the use of special software
for the purpose of successful preference matching in consultancies.

In Chapter 10 Martina Beck and Ildiko Kreisz present Accenture’s case regard-
ing leadership development. The authors focus in particular on the corporate un-
derstanding of leadership, on the leadership competency matrix as a basis of the
leadership development program, and on the basic elements of the program. The
authors make explicit the integration of leadership development at Accenture into
the other HR processes like performance management, recruitment and training.

Knowledge management is a topic very central to the consulting industry. Jane
Aubriet-Beausire and Sophie Gaio deal with the personnel aspects of knowledge
management at Lee Hecht Harrison. More concretely they stress the relationship
between organizational learning and quality assurance, and how an organization
can become a learning one. In this context, the authors present the practices of
employee orientation and certification, as well as training and professional devel-
opment.

The final two chapters reflect different aspects of the “employee-champion”
role of HRM. Uta B. Lieberum investigates leading consultancies with regard to
gender diversity management. She delivers empirical findings about the strategic
importance of gender diversity and initiatives implemented in consultancies with
regard to female promotion.
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Maida Petersitzke and Elena Hristozova focus in their contribution on employ-
ability development. More concretely, the authors investigate both the organiza-
tional offers and the individual activity aspects of employability development.
Their research is also aimed at defining employees’ needs and expectations to-
wards improving employability.

Finally, we would like to express our thanks to all authors for their efforts to
respond to our expectations and suggestions. Our thanks go also to Springer Ver-
lag for their patience and advice. We are also grateful to colleagues and students
who have helped with the book.

The present volume was financially supported by Helmut-Schmidt-University /
University of the Federal Armed Forces.

Michel E. Domsch and Elena Hristozova
Hamburg, January 2006
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Introduction:

The Importance of HRM in Consulting Firms



1 The Role of Human Resource Management in
Consulting Firms

Michel E. Domsch and Elena Hristozova

Helmut-Schmidt-University / University of the Federal Armed Forces Hamburg,
Germany

1.1 Introduction

The importance of human resources for the consulting business is indisputable.
The consulting business (see Appendix I to IV) is seen as a personnel intensive
service (Fritzel and Vaterrodt 2002), the success of which depends to a great ex-
tent on the human resources and, more particularly, on the human capital of con-
sultants (Hoselbarth and Schulz 2005). This resource has been defined as the most
significant or even the only significant strategic and crucial factor of success
(Hoselbarth and Schulz 2005; Robertson and Swan 2003; Franck, Opitz and Pu-
dack 2002; Alvesson 2000).

Over recent years both academic and business interest in the consulting indus-
try has grown rapidly. The most discussed topics within the relevant literature are
the growth of the industry, its market development, the relationship between cli-
ents and consultancies, the evaluation criteria of consulting projects, and the crite-
ria for selecting consultancies. In the recent years a further topic has become of
central importance for consulting research, namely the issue of knowledge man-
agement in consulting companies (Mohe 2004; Engwall and Kipping 2002).

Although there is widespread interest in different topics with regard to consult-
ing, and personnel has been defined as the most important resource within this
field of industry, only few contributions deal with the issue of human resource
management in consulting firms. One possible explanation for such a paradox
could be the confidentiality of the consultancies regarding their internal issues
(Mohe, 2004). Another explanation for the lack of (empirical) research done on
HRM in consulting firms could be the hitherto existence of “less formal” and “ex-
plicit” HRM in this industry compared to other industries (Graubner and Richter
2003).

Today however, owing to challenges resulting from the clients’ increasing de-
mand for high quality service (Hoselbarth and Schulz 2005; Graubner and Richter
2003) coupled with the current shortage of personnel (Bornmiiller 2005; BDU
2004) there is a need for more awareness regarding the HR policies and practices
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as well as for a more proactive attitude towards their implementation (Graubner
and Richter 2003).

The present volume aims at investigating specific aspects of the role of HRM in
consultancies derived from the nature of consulting. In order to get a better under-
standing regarding the specific aspects of the topic, we first deliver an integrative
review of the existing literature on HRM in consultancies.

1.2 A Framework for Literature Review

Ulrich (1993) differentiates four roles for the up-to-date HRM derived from two
dimensions (see Figure 1.1.). The first dimension represents the focus of HRM
and it ranges from operational to strategic. The second dimension reflects the HR
activities and distinguishes between managing HR processes and managing peo-
ple. Crossing these axes we arrive at the four roles of HRM: strategic partner,
change agent, administrative expert and employee champion.

People
Strategic Change
Partner Agent
Operational Strategic
Focus Focus
Administrative Employee
Expert Champion

Process

Fig. 1.1. HR Role Framework (Ulrich 1993)

HR as strategic partner is responsible for contributing to the organizational
success, by developing and executing the HR strategies and practices. The role of
change agent is aimed at managing transformation and change. HR professionals
are both guards and the catalyst of organizational culture and the main contribu-
tors with regard to identification and implementation of change processes. The
role of the administrative expert is actually the traditional responsibility of HRM,
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namely to cope with administrative tasks. In the context of this role HR must de-
liver efficient HRM processes for staffing, training, remuneration and promotion.
HR as employee champion is responsible for managing employees’ commitment
and moral. In order to achieve it this role implies an engagement in day-to-day
problems, concerns, expectations and needs derived from the workforce (Ulrich
2000). An empirical study of the roles of HRM (Conner and Ulrich 1997) con-
firms the existence of three of the four roles. The data does not discriminate be-
tween the roles of strategic partner and change agent. As a result, using Ulrich’s
conceptual framework and the findings of the study as a basis, we adopted for the
purpose of our integrative review a slightly different framework (see Figure 1.2.).
Furthermore, according to our understanding of personnel work HRM agents in-
clude not only the HR people, but also the management.

Change Agent /
Strategic Partner

Administrative Employee
Expert Champion

Fig. 1.2. A Framework for Analyzing HRM in Consulting Firms

Based on the above mentioned framework we run an integrative review within
the literature on HRM in consulting firms with the purpose of answering the fol-
lowing questions: Which specific aspects of the HRM roles in consulting firms are
discussed within the extant literature?

1.3 Results of the Review

As a result of the literature search we obtained 26 contributions (see Table 1.1.)
that deal explicitly with different aspects of human resource management in con-
sulting firms. From the total amount, 15 are research and 11 are practice-oriented
articles. The contributors of the practice-related articles are either representatives
of consulting companies reporting about concrete HR practices developed and im-
plemented in their organization or scholars contributing to practitioners’ maga-
zines. There are 22 contributions originating from Anglo-Saxon magazines and 5
from German. With regard to the content, the issues range from ergonomics to as-
pects of organizational culture.
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Table 1.1. Results of the Review

Reference

Strategic HRM / Change Agent

Recruitment

Selection

Socialization

Training

Career Development

Coaching and Mentoring

Performance Appraisal

Compensation and Benefits

Separation

Personnel Administration

Personal and Family Needs

Alvesson 2000

» | Commitment and Moral

Armbriister 2004

Barkawi 2004

Franck, Opitz and Pudack 2002

Franck and Pudack 1999

Fritzel and Vaterrodt 2002

Fuchs 1997

Graubner and Richter 2003

Hordt 2002

Héselbarth and Schulz 2005

Hunter 1999

Ibarra 2000

Kubr 2002

Langer 1998

McMann 2000

Norman and Powell 2004

Oertig and Stoll 1997

Rasmussen 2004

Robertson and Swan 2003

Saltzmann and Meyer 2004

Sweat 2001

Viator 2001
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1.4 HRM as Strategic Partner and Change Agent

Not surprisingly, there was only little evidence regarding the role of HR as strate-
gic partner in consulting firms. The only report on this issue concerns the role re-
orientation of the HR department in Accenture, connected with a shift of opera-
tional responsibilities from the HR department to the line management. Due to this
shift the HR department is freer to focus on strategic imperatives and thus to oper-
ate more strategically (Norman and Powell 2004).

In order to execute its new strategic role, HR has to develop new skills and at-
titudes to lead change, facilitate business growth and enhance innovation across
the firm. Doing so, the HR starts a change process at the strategic level and exe-
cutes simultaneously its role as a strategic partner and as a change agent (Norman
and Powell 2004). More concretely, HR professionals in Accenture have to de-
velop new skills like guiding and supporting rather than directing and giving an-
swers. HR will use facilitation and coaching skills to lead change and add value to
the business by building competence at senior director level. In order to ensure
competence for its new roles, HR in Accenture has developed a special tool called
“High impact Program for HR People”. Central to this program are coaching,
mentoring, problem sharing, networking and exchanging support (Norman and
Powell 2004).

A further aspect of the role of change agent in consultancies is transforma-
tional leadership. This style of leadership refers generally to the ability of a leader
to transform a subordinate’s beliefs and values. Transformational leadership is
considered to be an organizational mechanism for responding to increased eco-
nomic competition and the demand for innovative services. Thus, supervisors in
consulting companies are more likely to acquire transformational leadership skills
than in other knowledge intensive services (Viator 2001).

1.5 HRM as Administrative Expert

In this part of our contribution we focus on different HR processes in consulting
firms such as selection, training and development, separation and so on.

1.5.1 Recruitment

Against the background of the existing “war for talents”, two specific aspects with
respect to consulting firms appear. First, growth in the consulting industry can be
achieved only by increasing the number of consultants. In this context consulting
firms compete among each other, but also with other dynamic and forward-
looking sectors (Barkawi 2004; Kubr 2002). The second aspect concerns the rele-
vant labor market. As consulting firms cannot afford to recruit the “second best”
people, the rejection rate is about 1 to 2 %. Thus, consultancies share the same
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narrow pool of “suitable” applicants. Additionally to this restriction, the “highest
potentials” are aware of their high value and the broad range of options they have
on the labor market (Barkawi 2004). Forced by such developments, consulting
firms seek to make consulting careers attractive and by doing so to increase their
employer attractiveness.

Since consulting firms recruit mainly from universities and business schools,
the current profile of the potential employees they are trying to attract usually in-
cludes the following features: university degree irrespective of the field of study,
and an age limited between 25 to 30 years (Kubr 2002). For several reasons con-
sultancies avoid recruiting consultants at senior level. An exception can be made
in special cases when senior people have to start new lines or head divisions (Kubr
2002). For the purpose of recruitment, consulting firms use two main sources:
business enterprises and universities. The mostly used recruitment tools are job
advertisements in business journals and management periodicals (Kubr 2002),
and, more recently, career fairs.

Due to changes in the business environment and increased customer expecta-
tion, consultancies are forced to ensure the superior experience of their staff.
Therefore, a more heterogeneous pool of applicants has to be addressed, where the
applicants are older, more diverse and more experienced compared to the current
practice (Graubner and Richter 2003).

1.5.2 Selection

Selection as a HR process contains two stages: the selection procedure when en-
tering the organization and the continuous selection during the whole process of
“climbing the pyramid”. Franck and Pudack (1999) define the process of perma-
nent selection as rank-order tournaments based on the “up or out” rule. These
tournaments are very central to the consulting business in general, as they send
several signals to different targets: customers, applicants and employees (Arm-
briister 2004; Franck, Opitz and Pudack 2002; Franck and Pudack 1999). Figure
1.3. depicts the signaling effects resulting from a tough selection procedure and
the recipients of these signals.
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High Quality
Guarantee

Feeling of
Belonging to the Best

High Employer
Attractiveness

Fig. 1.3. Selection Signals Sent by Consulting Firms

As the effect of consulting services cannot be accurately estimated let alone
proved, a firm‘s reputation is very central to this business. By executing rank-
order tournaments, consultancies signalize a “high-quality guarantee” to their cli-
ents. The quality of the human capital is a sign of the service quality (Franck,
Opitz and Pudack 2002). Further, high rejection rates signal selectivity and ration-
ality to the business environment (Armbriister 2004; Franck, Opitz and Pudack
2002; Franck and Pudack 1999). The signal of rationality can be explained with
the existing symbolism regarding consultants as “analytically gifted employees”
(Armbriister 2004).

The tough selection procedure sends signals of “rationality”, “analytically
gifted people”, “intellectual elitism”, and “belonging to the best” also to their own
employees. These symbols are part of the organizational culture in consultancies
(Armbriister 2004; Robertson and Swan 2003). In this context the importance of
“organizational fit” should be mentioned (Robertson and Swan 2003). In order to
ensure workforces “fit in”, selection procedures are usually based on peer assess-

ment (Robertson and Swan 2003; Kubr 2002).

A further effect of tough selection is the mechanism of self-selection among
potential applicants. That is why management consultancies invest in “expensive”
personnel marketing events, not only to attract applicants but also to generate long
lists of applicants (Armbriister 2004; Franck Opitz and Pudack 2002). The high re-
jection rates make consultancies highly attractive. This phenomenon can be ex-
plained with the fact that the best candidates on the labor market are forced to ap-
ply for a job in consultancies in order to ensure positive signals are sent to
potential employers about their own human capital (Franck and Pudack 1999).
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1.5.3 Training and Development

Training and Development as a HR process contains several sub- processes, some
of which run simultaneously. These are socialization, training, career development
as well as coaching and mentoring. In the following we will have a closer look at
these processes in the particular context of consulting companies.

Training

Consultancies invest in training and development to satisfy the permanently in-
creasing clients’ expectations and to ensure employer attractiveness (Graubner and
Richter 2004; Hunter 1999).

There are two central questions regarding the intention and effectiveness of
training in consultancies. Is the training aimed at delivering knowledge or at de-
veloping skills? And is the training more effective when delivered in a group or to
an individual? (Hunter 1999). Team work is the main production form in the con-
sulting industry. Usually teams are mixed with consultants working together with
customers. The human capital of the team is central for the generation of peer-
effects in the learning and development (Franck, Opitz and Pudack 2002). Thus,
the group dimension of exercises is very important for the training process in con-
sultancies Hunter 1999).

The process of training can be divided into two main stages: initial training and
other socialization activities for the new recruit aimed at integrating the new con-
sultants into the particular consulting philosophy and handicraft as well as into the
specific organizational culture. The second stage is the further training for operat-
ing consultants, including senior consultants, project leaders and partners.

Socialization and Initial Training

There is a range of different objectives a successful initial training has to fulfill:
to ensure the ability of the new consultants to investigate existing situations; de-
velopment and “sale” improvements; to establish relationship with the client im-
plement changes, etc. (Kubr 2002). Typical components of the initial training
process include training courses for new consultants, practical field training at the
client organization and individual study. The individual study happens simultane-
ously to the other parts. In addition, there are two evaluation phases, one at the end
of the course-training and one at the end of the field training (Kubr 2002).

Even if T&D policies of consulting firms tend to respect the diversity of the
work force by offering different training activities (Kubr 2002), the redefinition of
the workforce attracted - more diverse in terms of gender, age and experience —
leads to an adjustment of the socialization activities (Graubner and Richter 2003).
The traditional process of quick adaptation to the existing culture, supported only
by a two-week boot camp has to be replaced with a continuous integration, requir-
ing adaptation not only from the newcomers, but also from the existing members.
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For that purpose one or two-day events involving employees with different tenures
seem to be more efficient (Graubner and Richter 2003).

Further Training

The general practice in consultancies shows that training for junior consultants is
more intensive than for the operating professionals (Hunter 1999), probably be-
cause senior consultants are thought to “know their trade” (Graubner and Richter
2003). However consultants’ development is a continuous experience-driven
learning process and the developmental needs for senior consultants, project lead-
ers and partners should not be underestimated. There are two important reasons
for redefining the attitude towards the training of operating consultants: the ex-
tremely short life-time of managerial concepts and techniques forces experienced
professionals to update their knowledge and skills more frequently. Second, train-
ing can motivate these consultants (Graubner and Richter 2003; Kubr 2002).

Operating consultants can be present as always busy and often traveling indi-
vidualists (Kubr 2002; Hunter 1999). In order to meet the needs of these often
traveling professionals, multimedia, internet, and self-study formats can be offered
as training methods. For enhancing cooperation and team work the firm can or-
ganize discussion forums, workshops, meetings and annual symposia (Hunter
1999).

The practice of development centers at KPMG takes into account the training
needs of partners. The firm runs development centers at three levels. The target
group of the third is partners. According to the internal rules of KPMG all partners
have to be reselected every 7 years. As a result of this rule there is a continuous
need for further development at the partner level. Central to this development cen-
tre are strategic issues and personal identification (Oertig and Stoll 1997).

Career Development

Career prospects are seen traditionally as the most important incentive for choos-
ing consultancy as a profession (Graubner and Richter 2003). The current practice
in consulting firms reveals career development as a 4 to 5 stage process (see Fig-
ure 1.4.) that usually takes about 6 to 12 years until the level of partner has been
reached (Kubr 2002).
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Senior

Partner
Strategy and policy |
direction as well as !
Junior practice |
Partner development, ;
promotional work !

Carrying out a with important

number of clients, and

Supervising marketing and supervising
Consultant management complex and major |
functions: assignments ;

Team leadership, promotional work,
supervision of coordination and
Operating operating control of client
Consultant consultants and projects
execution of
Front-line certain assignments
| professional doing that require an
Junior most of the experienced person

Consultant | consulting work at
i client organizations

| Mastering essential |
i consulting skills a
soon as possible

Fig. 1.4. Career Structure in Consulting Firms (Kubr 2002)

Successful junior consultants nowadays are no more willing to wait about 10
years in order to become partners (Ibarra 2000). Fast career progression positively
motivates consultants and creates a dynamic and competitive working environ-
ment. However, such progression turns into an organizational challenge in turbu-
lent times. As a consequence, consultancies can use some career alternatives as
answer to the dilemma of fast progression (Kubr 2002).

One alternative could be to reorient the firm to more complex assignments and
so to increase the demand for senior consultants without partnership (Graubner
and Richter 2003; Kubr 2002). There are two further considerations regarding this
initiative. As only few consultants can obtain a partnership, there is a need for de-
veloping other incentives in order to secure employer attractiveness. Secondly,
since new recruits in the future will tend to be more experienced than now, career
development will have to learn to integrate such newcomers who have already de-
veloped know-how (Graubner and Richter 2003).

Another alternative to formal career paths is provided by the practice of “per-
spective groups” in CSC Ploenzke Germany. This practice is based on an under-
standing of career in which the gaining of new competence is more important than
promotion. The organization encourages multiple qualifications in order to en-
hance the shift from “specialists” towards “generalists” (Fuchs 1997).
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Another very typical aspect of career found in consultancies is the process of
career transfer. This practice is derived from the existing “up or out” rule whereby
less successful employees are encouraged and supported by outplacement and
alumni networks to continue their careers outside the consultancy (Kubr 2002).

Coaching and Mentoring

Coaching and mentoring are very central to successful career development. Ac-
cording to best practices in the consulting industry, partners and other senior con-
sultants are responsible for the development of the junior consultants (Kubr 2002).
The existence of a strong mentoring culture and a convenient ratio between senior
consultants and mentees enhance the progress of the junior consultants (Graubner
and Richter 2003). However, in some consultancies the career path from junior
consultant to partner is considered as a natural process of selection; as a proof for
endurance. This argument is also often the excuse for not offering coaching or
mentoring (Ibarra 2000).

In the case of partner aspirants, partners have to be involved as mentors. An
added value of this kind of mentoring is mentees can be brought together with as
many senior consultants as possible. In this way the junior gains different experi-
ences until he/she has found the most suitable mentor. Ideally speaking, the men-
tor programs should allow mentees to change their mentors if necessary (Ibarra
2000).

“Intervision” - a practice whereby two peers supervise each other on a regular
basis, by using mutual criteria and principles — presents a possible alternative to
time consuming mentor and coaching activities at senior level (Graubner and
Richter 2003).

1.5.4 Performance Appraisal

Consulting companies conduct review processes where supervisors periodically
evaluate the performance of the staff members with whom they work. In some
cases groups of partners meet to discuss the consultants’ performance and to rate
them along several dimensions (Saltzman and Meyer 2004). There are two reasons
why performance appraisal is particularly important for the development and pro-
motion of consultants. Career patterns in consultancies require consultants to de-
velop rapidly and second, the operational environment in which a consultant
works changes frequently, e.g. a consultant can be a member of five or more dif-
ferent teams (Kubr 2002).

Two central aspects are typical with regard to performance appraisal processes
in consulting firms: supervisors and consultants can discuss and agree upon the
evaluation outcome and partners’ group evaluation procedures exist (Saltzman and
Meyer 2004; Robertson and Swan 2003; Kubr 2002). The main advantage of part-
ners’ group evaluation meetings is that they ensure the implementation of stan-
dardized evaluation criteria within the organization (Saltzman and Meyer 2004).
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1.5.5 Reward Management

The general practice in consulting firms shows that merit pay is a relatively com-
mon tool, whereby the performance-related part of the compensation depends on
the reaching of individual and/or group targets (Franck, Opitz and Pudack 2002;
Robertson and Swan 2003). Usually the bonus paid to junior and operating con-
sultants reflects the profitability of the firm as a whole, the individual fee-earning,
and the new business generation. Due to their position as owners, partners partici-
pate in the profit and also receive compensation for their work as consultants
(Kubr 2002).

Due to the specifics of consulting work, Kennedy Information has suggested
several improvements regarding reward management in consultancies: non-billed
time has to be taken into account; by converting partnerships into public compa-
nies the consultancy will be able to provide stock option incentives to employees;
consultancies should create “near partner positions” that offer earlier equity- or
profit sharing (Kubr 2002). Graubner and Richter (2003) suggest that the respon-
sibility for the firms’ future has to be shared among more senior consultants. This
risk should no longer be compensated for by the premium resulting from partner-
ship status, but by performance-related compensation, depending on the organiza-
tional performance.

1.5.6 Separation

Due to a strict “up or out” policy, separations are relatively central to HRM in
consulting firms and not only in turbulent times. The average staff turnover (10 to
15%) in consultancies is relatively high compared to other sectors. Separation can
also arise because of different views on consulting methods, on career advance-
ment or preference for other careers. Many young people consider large consul-
tancies as a kind of “business school” and join them without intending to stay
(Kubr 2002).

Best practices regarding separation in consulting firms focus on maintaining
good relations or even cooperation with former staff, based on regular and active
communication (Graubner and Richter 2003; Alvesson 2000).

1.5.7 Personnel Administration

Considering the current consultancy practice with regard to personnel administra-
tion, we can notice the existence of three main tendencies: the shift of different
administrative operations from HR departments to the line management or to the
employees; the concentration of personnel data in integrative systems and tools;
and the search for new ways to increase cost efficiency, for example via out-
placement or shared personnel services.
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The shift of operations such as personnel reporting or travel administration to-
wards line management and employees is made possible by concentrating the nec-
essary information in integrative systems and tools for the purpose of HR admini-
stration. Usually parts of a company’s own service range, such personnel tech-
nology, is also offered today to the internal clients (Sweat 2001).

1.6 HRM as Employee Champion

The themes central to the role of HRM as employee champion in consulting firms
are employee commitment, employee moral, loyalty and meeting employees’ per-
sonal and family needs.

1.6.1 Employee Commitment and Moral

Due to their high intrinsic motivation and their professional identity as knowledge
based workers, employees in consultancies are willing to work long hours. Thus,
working hard and long hours may be part of their professional identity (Rasmus-
sen 2004; Alvesson 2000). In the context of employee commitment the HRM in
consultancies has to be aware of the fact that employees can be strongly commit-
ted to their tasks, customers and co-workers, but this does not mean that their
commitment to the organizations is durable (Rasmussen 2004).

Further, HRM in consulting firms has to distinguish between short and long
term employee commitment. At the beginning of their careers consultants can be
considered underpaid. The willingness of consultants to accept low to medium
pay while working long hours can be explained by their being offered interesting
and challenging tasks, a very good social environment and the prospect of obtain-
ing a partner position and so becoming overpaid (Rasmussen 2004; Franck and
Pudack 1999). If the consultants are not able to reach the “partner level”, they
consider the missing salary as the “price” they have to pay to the consulting firm
for obtaining the reputation of “belonging to the best” (Franck and Pudack 1999).
However, these alternatives can work only in the short term. A long-term com-
mitment to the organization includes professional development, challenging and
interesting tasks, as well as work-life-balance. As long as consultancies are not
willing to help employees meet their personal and family needs, consultants will
be committed to their work, colleagues and probably clients, but not to the firm
(Rasmussen 2004).

1.6.2 Personal and Family Needs

As already mentioned increased client expectations and changes in the business
environment are forcing consultancies to recruit a more diverse workforce in
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terms of work experience, age and gender. The new background of the employees
leads to new personal and family needs, where the HRM has to contribute to their
satisfaction by developing and communicating work-life balance practice, mainly
by avoiding excessive working hours. In this way consultancies will be able to at-
tract and retain more experienced worker and women (Graubner and Richter 2003;
Hordt 2002). Traditionally women are underrepresented in the consulting busi-
ness. In order to benefit from a gender mix, HRM in consultancies has to imple-
ment additional measures regarding female promotion focused on removing the
existing glass ceiling in this field of industry (Hordt 2002).

Job security is a need central to all employees irrespective of the industry they
work in. The “job security” issue started to become relevant to the consulting
business first in the recent past, when the demand for highly trained consultants
decreased sharply (McMann 2000). Consultancies have realized that they do not
want to lose their carefully selected and highly qualified human capital in which
they have already invested a lot (Fritzel and Vaterrodt 2002). Further, downsizing
leads to impending fear, uncertainty, and insecurity. As consequence, consulting
firms are creatively exploring alternative approaches to downsizing and other non-
traditional methods of maintaining staff capacity (McMann 2000).

Alternatives to downsizing in consultancies might include some of the follow-
ing: a hiring freeze, overtime restrictions; part-time contracts for consultants; job
sharing for back-office staff; and contractor pools of former consultants (McMann
2000). Flexible leave which enables employees to retain their connection with the
company is another alternative created and implemented in Accenture. This prac-
tice is based on working flexibility and implies a longer timeout combined with
partial remuneration. The main advantages of this practice are: noticeable person-
nel cost reduction, retention of highly qualified work force and highly motivated
and committed consultants after their leave (Fritzel and Vaterrodt 2002).

1.7 Conclusion

In conclusion, it is important to mention that the HR systems and tools in consult-
ing firms are tending to shift towards those in traditional industries (Graubner and
Richter 2003). Nevertheless, we believe that the specifics of consulting services
are quite distinctive and thus HRM in such companies will keep its unique fea-
tures.
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Appendix I The Top 25 Management Consulting Firms in Germany, Ranked by
Number of Employees

Rank

2004 Name 2004 | 2003 | 2002 | 2001 | 2000

1 McKinsey & Company

Inc. Deutschland 1,750 | 1,770 | 1,812 | 1,768 | 1,660

2 Roland Berger Strategy

Consultants 1,630 | 1,630 | 1,685 | 1,650 | 1,510

3 The Boston Consulting
Group GmbH 1,050 | 1,050 | 1,100 | 1,150 | 1,000

4 Deloitte Consulting GmbH 646 677 683 456 435

5 Booz Allen Hamilton
GmbH 430 410 384 365 340

6 Mercer Consulting
Group GmbH 520 | 470 450 | 300 | 240

7 A.T. Kearney GmbH 440 510 543 620 616

o]

Mummert Consulting AG 1,097 | 1,186 | 1,254 - -

9 | Bain & Company 310 | 290 | 260 260 250
Germany Inc.

10 | Droege & Comp. GmbH 285 280 280 315 290

11 Arthur D. Little GmbH 280 280 280 290 335

12| MC Marketing 25| 190 160| 150| 132

Corporation AG

13 Simon, Kucher & Partners 235 205 169 160 134
GmbH

14 Horvath AG (Horvath & 279 236 209 185 147
Partner Gruppe)

15 | Management Engineers
GmbH & Co. KG 142 | 132 125 105 105

16 Dornier Consulting GmbH 156 142 138 - -

17 Kienbaum Management
Consultants GmbH 165 158 195 189 165

18 Towers Perrin Inc. 145 140 140 140 120

19 | Celerant Consulting GmbH 112 98 92 85 70

20 Kurt Salmon Associates 130 145 135 145 160
GmbH

21 TMG Technologie

Management Gruppe 80 80 70 - -

22 Monitor Group 90 80 - - _
23 | d-fine GmbH 109 102 - - -
24 | RWE Systems Consulting

GmbH 89 79 68 - -
25 TellSell Consulting GmbH 40 35 - - -

Source: Liinendonk GmbH, 2005
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Appendix II The Top 25 Management Consulting Firms in Germany, Ranked by Sales

Rank

2004 Name 2004 | 2003 | 2002 | 2001 | 2000
I | McKinsey & Company 540.0 | 590.0 | 580.0 | 595.0 | 475.0
Inc. Deutschland
2 | Roland Berger Strategy 530.0 | 318.0 | 526.0 | 511.0 | 433.0
Consultants
3 The Boston Consulting
Group GmbH 246.0 | 246.0 | 258.0 | 238.5 | 217.3
4 Deloitte Consulting GmbH 198.0 | 198.0 | 214.6 | 145.0 | 135.5
3| Booz Allen Hamilton 190.0 | 190.0 | 160.0 | 148.0 | 127.0
GmbH
6 Mercer Consulting
Group GmbH 167.0 | 167.0 | 125.0 | 106.0 | 93.0
7 A.T. Kearney GmbH 158.0 | 153.0 | 215.0 | 246.0 | 230.0
8 Mummert Consulting AG 147.0 | 143.0 - - -
9 | Bain & Company 130.0 | 130.0 | 110.0 | 105.0 | 97.0
Germany Inc.
10 | Droege & Comp. GmbH 112.6 | 80.3 | 1282 | 122.0 | 95.0
11 | Arthur D. Little GmbH 72.1 | 72.1 85.0 | 89.5] 100.3
12 MC Marketing
Corporation AG 548 | 548 | 423| 36.1| 308
13 Simon, Kucher & Partners 465 | 36.0 301 290 | 241
GmbH
14 | Horvath AG (Horvith & 465 | 337| 405| 300| 21.0
Partner Gruppe)
15 Management Engineers
GmbH & Co. KG 46.0 | 382 | 43.0| 380 27.0
16 | Dornier Consulting GmbH 43.6 | 32.6 - - -
17 | Kienbaum Management
Consultants GmbH 39.0 | 36.0 340 | 330 29.0
18 Towers Perrin Inc. 36.0 | 36.0 290 | 283 | 234
19 | Celerant Consulting GmbH 28.1 | 24.6 240 | 183 ] 145
20 | Kurt Salmon Associates 280 | 280 280! 243 208
GmbH
21 TMG Technologie 280 | 250 ) ) )
Management Gruppe
22 Monitor Group 250 | 250 - - -
23 | d-fine GmbH 21.0 | 20.0 - - -
24 RWE Systems
Consulting GmbH 204 | 204 ) ) )
25 TellSell Consulting GmbH 18.7 | 17.2 -

Source: Liinendonk GmbH, 2005
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Appendix III The Top 25 IT Consulting Firms in Germany, Ranked by Number of

Employees
Rank
2004 Name 2004 2003 2002 2001 | 2000
1 IBM Business ) ) ) i i
Consulting Services
p | Lufthansa 4,500 | 4,400 | 4,200 | 3457 | 4,125
Systems Group GmbH ’ ’ ’ ’ ’
3 Accenture GmbH 3,603 | 3,600 3,606 | 3,450 | 2,506
4 CSC Ploenzke AG 4900 | 4,911 4,823 | 5,070 | 4,783
5 gedas AG 4930 | 4,751 4814 | 5211 | 3,808
CapGemini Deutschland
6 Holding GmbH 3,256 | 3,085 3,124 | 3,555 | 3,279
7 BearingPoint GmbH 2,600 | 2,800 3,277 - -
8 Atos Origin GmbH 3,500 | 2,400 2,200 | 2,300 | 1,800
SAP SI Systems
9 Integration AG 2,200 | 1,859 1,819 | 1,536 | 1,136
10 IDS Scheer AG 2,132 | 1,955 1,379 | 1,400 | 1,032
Deutsche Post IT
1 Solutions GmbH 1,300 | 1,300 ) ) )
12 Msg Systems AG 1,900 | 1,650 1,450 | 1,300 | 1,150
ESG Elektroniksystem-
13 und Logistik-GmbH 1,030 | 1,003 990 845 816
14 Softlab GmbH 1,180 | 1,042 1,114 | 1,230 | 1,451
IT-Services and
15 Solutions GmbH 1,200 | 1,300 1,300 | 1,450 | 1,400
LogicaCMG Deutsch-
16| land GmbH & Co. kG | P00 | 1922 - - -
17 Intelligence AG 936 | 1,068 1,465 | 1,486 | 1,433
18 GFT Technologies AG 1,039 | 1,058 1,204 980 562
sd&m Software
19 Design & Management 950 877 897 906 790
20 Unilog Holding GmbH 1,100 786 1,111 1,129 | 1,135
21 Materna GmbH 1,100 | 1,115 1,309 | 1,150 | 1,050
Unisys
22 Deutschland GmbH 462 506 ) ) )
SerCon Service
23 Consulting GmbH 950 | 1,066 1,276 | 1,649 | 1,650
24 C1Group GmbH 629 467 - - -
25 entory AG 485 485 - - -

Source: Liinendonk GmbH, 2005
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Appendix IV The Top 25 IT Consultin

¢ Firms in Germany, Ranked by Sales

Rank

2004 Name 2004 | 2003 | 2002 | 2001 2000

|| [BM Business 966.0 | 9660 | - | - :
Consulting Services
Lufthansa

2 Systems Group GmbH 628.0 | 628.0 | 557.4 | 478.1 -

3 Accenture GmbH 586.0 | 586.0 | 594.0 | 644.0 | 1,070.0

4 CSC Ploenzke AG 571.0 | 404.0 | 608.0 | 719.0 | 1,375.0

5 gedas AG 567.0 | 150.0 | 619.0 | 628.0 964.0
CapGemini Deutschland

6 Holding GmbH 477.0 | 477.0 | 466.0 | 519.0 | 1,105.0

7 BearingPoint GmbH 400.0 | 400.0 | 488.9 | 578.3 -

8 Atos Origin GmbH 380.0 | 380.0 | 250.0 | 260.0 440.0

g | SAPSISystems 3360 | 269.0 | 2932 | 2688 | 3640
Integration AG ' ' ) ) '

10 | IDS Scheer AG 280.2 | 111.2 | 1814 | 160.2 246.0
Deutsche Post IT

1 Solutions GmbH 21601 216.0 ) ) i

12 | msg Systems AG 203.0 | 1853 | 162.0 | 144.0 250.0
ESG Elektroniksystem-

13 und Logistik-GmbH 175.0 | 1853 | 143.0 | 166.0 233.0

14 | Softlab GmbH 165.0 | 135.0 | 164.0 | 173.0 370.0
IT-Services and

15 Solutions GmbH 151.0 | 151.0 | 143.6 | 166.0 310.0
LogicaCMG Deutsch-

16 land GmbH & Co. KG 136.0 | 136.0 - - 270.0

17 | intelligence AG 131.0 64.9 | 168.5 | 182.9 290.0

18 GFT Technologies AG 125.5 84.3 | 155.7 | 1479 -
sd&m Software Design

19 & Management AG 125.0 | 125.0 | 129.0 | 138.0 245.0

20 | Unilog Holding GmbH 125.0 | 125.0 | 113.0 | 126.0 -

21 Materna GmbH 120.0 | 108.0 | 153.0 | 181.0 349.0
Unisys

22| Deutschland GmbH 1060 | 106.0 ) ) )
SerCon Service

23 Consulting GmbH 85.0 85.0 | 125.0 | 161.0 -

24 C1 Group GmbH 76.3 76.0 - - -

25 entory AG 67.4 615 ] 725 96.5 -

Source: Liinendonk GmbH, 2005




2 The Consultant: A Clear Outsider's Inside View

Klaus Reiners

Bundesverband Deutscher Unternehmensberater

2.1 The Management Consultant in Germany: A Job
Profile

Management consulting has developed remarkably in Germany and throughout
Europe over the last decades and is now an indispensable business-related service.
Thus the consulting industry is one of the most dynamic economic sectors. Busi-
ness reengineering processes, company mergers, deregulation and privatization,
the globalization of economic activities at large, as well as the short-lived devel-
opments in information and communication technologies provide for always new
consulting projects.
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Fig. 2.1. Development of the Consulting Industry in Germany
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As is also the case in most other countries the job title “management consult-
ant” [Unternehmensberater] is not protected in Germany. Anybody may — irre-
spective of his/her vocational aptitude, qualifications and experience — call him-
self/herself “management consultant”. This means that it is particularly easy for
unqualified business consultants to establish themselves on the consulting market,
thus damaging the reputation of the whole industry. The Federal Association
Bundesverband Deutscher Unternehmensberater, which was founded in 1954, has
implemented demanding quality criteria for the industry so as to counter this un-
satisfactory situation. BDU members to come have to observe a strict admittance
procedure, where they have to prove their ability as well as their job experience
and they must submit verifiable customer references and they also undertake to
abide by the comprehensive job principles as to which rules have to be observed
when working as a management consultant, resp. executive search consultant.
Pursuant to these principles professional management consultants are only offer-
ing their services if it is to be expected that their work is beneficial for their cus-
tomers. This also means that they must be qualified and have sufficient staff and
time to complete the mission within an adequate period. Moreover, it is being ex-
pected that they are basically acting as individually accountable persons and do
not accept any limitations to their independence by third parties. Their consulting
service is always non-partisan and objective. Expert opinions rendered out of
complaisance or the will to please are a no-go. Fees must be proportionate to the
type and volume of work to be carried out and should be agreed with the customer
before the start of the assignment.

Management consultant’s work in many different areas with varying degrees of
complexity and the business community is expecting more and more from them.
The challenge is to deals with different projects on the one hand and an enormous
range of economic sectors on the other hand. This means that the consultants have
to tackle a variety of demands, today they have to be brilliant analysts or cautious
strategists, tomorrow they have to be the target-oriented catalysts or trusted
coaches. The type of skill and abilities required vary from one assignment to the
next, there is no such thing as the business consultant who could be described in a
nutshell. The variety of management consulting tasks is better understandable
when studying the list of traditional consulting tasks below:

External trade consulting,
controlling,

communication consulting,
marketing,

information management,
outplacement consulting,
human resource management,
management consulting,
project management,

quality management,
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business reengineering and insolvency management consulting,
technology and logistics,

company management and strategy consulting,

business start-ups.

Management consultants support their customers by drafting and implementing
solutions to their problems in all entrepreneurial, business economics and techno-
logical areas. One of the consultants' biggest assets is his/her unbiased inside view
from the outside. Operations, processes and structures in the company are being
subjected to a critical, objective analysis at the beginning of a consulting project.
As a rule this comparison between the present situation and the wishes for the fu-
ture is followed by a conceptual stage. Most projects include the implementation
of the proposals drafted by the team and the customer's staff members. Today,
consultants consider their task as "implementation consulting", where the consult-
ant's knowledge is transferred to the customer company by means of the intensive
project work and the results of the project which remains available to the company
upon conclusion of the project.

The areas of activity of management consultants today probably count among
the most interesting and challenging that can be found in the business community
and industry. Changing projects and sectors reflect the whole range of economic
activity. Traditionally consulting is subdivided into four main consulting areas:
Strategy Consulting helps companies and organizations first and foremost with
concepts serving to secure their further growth. This includes the development of
new markets and far reaching decisions on company concentrations or mergers
and acquisitions.

IT-Beratung/-Services 28,5%
M A% Strategieberatung

Organisationsberatung

11.5% HR gesamt

Fig. 2.2. Consulting 2004
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Organization Consulting aims at optimizing operational processes and busi-
ness process reengineering. For this purpose project and quality management or
e.g. the technology, logistics or sales department are put to the test. IT Consulting
focuses mainly on individual and standardized solutions of IT driven processes in
the companies. These may include technical systems for customer relationship
management or materials management, but also data linking in companies and or-
ganizations of any size. Projects to expand business activities via the Internet, so-
called e-Business, play an increasingly important role. The fourth classic consult-
ing area, Human-Resource-Management (HRM), is with a share of 11.5% of the
total turnover in this industry in 2004 the smallest consulting area in Germany.
The range of services within HRM included the search for and selection of leading
technical experts and senior executives as well as the conception and implementa-
tion of human resource development measures and remuneration and outplace-
ment consulting, as well as career coaching.

2.2 The Importance of Human-Resource-Management in a
Knowledge-Based Sector

Above-average demands are placed on management consultants. Besides formal
qualifications personal characteristics are important for a consulting job, because
here, too, the ideal management consultant shall be able to learn, to solve prob-
lems under time pressure, must have team spirit, logical analytical thinking, excel-
lent communication skills — and this not only in his/her mother tongue, negotiation
skills and creativity. High professional competencies in a particular area and per-
haps in a specific branch of the economy are considered further important precon-
ditions for being accepted as an expert by the customer. Consultants must improve
the customer's entrepreneurial success and in this context professional competen-
cies but also leadership skills, team spirit, flexibility and communication skills are
required.

Competition and the business reengineering as well as the increasing competi-
tive situation in the consulting industry also lead to changes within consulting
firms. The latter are considering above all whether they should expand their ser-
vices or streamline their service portfolio and how they can optimize their cus-
tomer relations management. There is a strong trend in the consulting companies
to expand their own business by areas of activity like trade in companies, supply
of venture capital and the takeover of customer departments (Outsourcing) and by
offering interim management service. These developments are also constantly in-
creasing the skill requirements of the consultants and thus their regular further
training, as the customers pay close attention to expert knowledge, quality and ex-
perience as well as the consultant's personality. Today there is hardly any longer a
demand for concepts only or standardized solutions. The companies are expecting
that the consultants find individual answers to their questions and implement the
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necessary projects together with the customer's staff members by means of tailor-
made measures.

Access to the occupation of a consultant, as mentioned above, is not regulated
in Germany. However, as a rule, a university degree is the entry condition to be-
coming a consultant today. Consulting firms recruit university graduates who have
acquired thorough commercial and economic know-how during their studies. But
other academic studies are in the meantime also represented among management
consultants. In the past natural scientists, physicians, lawyers or philologists were
considered exotic in the consulting business, whereas nowadays university gradu-
ates from these faculties nowadays are regular members of project teams. Consult-
ing firms are also pleased if they can recruit consultants with good to very good
PhD or MBA degrees. This outstanding evidence of academic performance is of-
ten a good career catalyst. Special university degrees in consulting are still the ex-
ception from the rule in Germany, even though a positive development has taken
place in recent years.

Consulting firms have a lot to offer to applicants and future staff members with
regard to their professional and personal development. Comprehensive methodo-
logical and sector-related experiences that can be acquired by having worked in a
number of different consulting projects improve the career opportunities and thus
open many a door for consultants. Numerous top managers of German companies
have proven their maker and problem solution skills in the past - as management
consultants before they changed to a former customer enterprise, often directly af-
ter the end of the consulting project. Moreover, most consulting firms offer so-
phisticated training and further training opportunities as in no other sector of the
economy. In addition, medium-sized and top consulting firms have a transparent
and rapid promotion career system where a very good and ambitious performance
is rewarded by speedy advancement. It is not unusual for consulting firms to make
7 to 10 % of the annual turnover available for training and qualification measures
and thus invest not only in the added value for the customer but also in the knowl-
edge capital of their own consulting firm. The described requirements to be ful-
filled by a management consultant to perform well in his projects, illustrate what
importance a targeted human resource management plays in a consulting firm: All
the efforts undertaken in this field serve not only the personal qualification and
motivation of the staff members, but secure the professional implementation of the
consulting projects and thus the entrepreneurial future of the consulting firms.

2.3 Further Education in the BDU

It is against this backdrop that the BDU, as a sectoral association, offers all man-
agement consultants in Germany — irrespective of whether they are BDU members
or not — tailor-made further training in the form of congresses and seminars. In its
seminars and workshops the BDU provides for basic training as well as further
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training courses. Both offers are interesting in particular for self-employed man-
agement consultants or consultants employed as project leaders by management
consulting firms.

Since 2001 the BDU cooperates closely with Prof. Dr. Christel Niedereichholz,
academic director of the Heidelberger Akademie fiir Unternehmensberatung
(HafU) [Heidelberg Management Consulting Academy] and founder of the MBA
university course "International Management Consulting IMC" at the FH fiir
Wirtschaft in Ludwigshafen [Ludwigshafen University of Applied Sciences].

The further training offers concentrate on working techniques, methodological
questions, and the strategic orientation, but also the professional questions consult-
ing firms are dealing with. All workshops are designed so as to be of great practi-
cal value and easy to implement. The "Basic Training Course for Management
Consulting" includes i.a. subjects such as consulting marketing, how to get a con-
sulting job, how to advertise for your services, professional drafting and calcula-
tion of an offer, analysis techniques and contents or consulting methods in the
course of the implementation of the assignment. In the "Further Training Pro-
gram" the latest research and practical findings on subjects such as "Innovative
models for company financing", Lean Consulting with a "Balanced Scorecard",
"Change Management Methods" or "Project Management for management con-
sultants" are being taught. About 30 such seminars are organized by the BDU
every year with changing focuses.

The BDU's further training offers are fully tuned to the basic and topical re-
quirements of the management consulting sector. This is ensured by carrying out
surveys among the market participants. With the help of direct mailings informing
about 10,000 management consulting firms about the BDU seminar offers-people
are being asked about ideas for further training seminars. From the replies and the
frequency of mentioning certain subject a part of the new program will be devel-
oped.

The selection of the trainers is strictly done on the basis of professionalism. Our
trainers all have long years of training and branch experience. This guarantees that
the seminars are exclusively providing know how that has already proven relevant
for the practical work of consultants. A huge majority of our further training
teachers possesses the international renowned title "Certified Management Con-
sultant CMC", which is proof of excellent quality and professionalism in the eyes
of the consulting sector and the clients. The CMC title is awarded by the Interna-
tional Council of Management Consulting Institutes (ICMCI) that has its place of
business in California. The ICMCI sees itself as a global association for quality
assurance in management consulting. Upon conclusion of the seminars and work-
shops an anonymous written survey is carried out among all participants with re-
gard to the organizational quality of the seminar as well as professional and meth-
odological competence of the trainer. Only seminars that get excellent ratings will
continue to be in the catalogue of BDU further training offers.
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Two renowned sectoral congresses which are organized by the BDU — the
"Beratertag" [Consultants' Convention] and the "Deutscher Personalberatertag"
[German Management Consultants Convention] — add to the further training offer
for the consulting industry in Germany. While the former rather addresses man-
agement and IT consultants, the latter is explicitly a platform for further training
and for an exchange of experiences for management consultants and human re-
source managers. The 1 %2 day events are always addressing topical trends and de-
velopments of the market segments and the related requirements and challenges
for the market players and provide for an intensive discussion of the substantive
issues by means of lectures, panel discussions as well as workshop fora. The aim
of both types of event is to give the participants new ideas as well as practical so-
lutions which can also be used by management consulting firms in their day-to-
day business. Against the background of weak market demand the last two 'Per-
sonalberatertage’ in 2003 and 2004 e.g. dealt with the search and selection of pro-
fessional and management staff in particular with a view to alternative or supple-
mentary consulting services. Information and discussions about subjects like
outsourcing of human resources services, interim management, coaching or man-
agement audits were central issues. On the basis of 6 trend theories and associated
future scenarios the Beratertag 2004 dealt intensively with the needs of and
changes in society, the economy and politics and discussed what that meant for
management consultants. The main questions raised were

e  Which demands are the clients often formulating vis a vis the management
consultants?

How are the clients changing?

How is society changing?

The role of management consultants in the future;

changes in the consulting market;

organization and bionics;

relationship innovation management and creativity.

The presence of highly renowned experts from the management consulting sec-
tor, from the business community, from science and research, politics and admini-
stration guarantees a high quality level at our sectoral congresses.

Management consulting companies that are members of the BDU, moreover
benefit from the ongoing exchange of information and experience which takes
place in the framework of 15 professional groups (e.g. for controlling, marketing,
human resources management or restoration management) within the BDU in
which all members can actively participate. Consultants from the members' asso-
ciations are working on the further development of the areas of activity of the pre-
sent management consulting market and thus ensure an ongoing improvement
process for the business community, industry and the public sector.
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The members of the BDU's professional groups are normally meeting three
times per year for one to two-day working meetings, mostly at four months' inter-
vals, i.e. in spring, summer and autumn of any year. These meetings are prepared
in organizational and professional terms by the BDU main office. The agenda in-
cludes topical subjects from the various consulting specialists. The collection of
topics to be included in the agenda is done by the professional groups at the be-
ginning of the year and is supplemented and adjusted throughout the year, where
necessary. The exchange with external experts from the economic and science
community at the working meetings guarantees the necessary critical considera-
tion of permanently changing challenges which are encountered in daily consult-
ing activities. This close cooperation often leads to the publication of books or
studies, some professional associations draft and publish their own publications
including interesting papers for consultants. The Handbuch Personalberatung
(BDU-Fachverband Personalberatung) and the Handbuch Controlling (BDU-
Fachverband Unternehmensfiihrung und Controlling) are considered as manda-
tory reading for consultants.

The members of the BDU's professional group 'personnel management' are
dealing with topical questions concerning human resources twice a year in their
half-yearly publication ,, Bausteine zur Personalentwicklung “ ["Building stones of
HR development"].

The BDU's professional group "Public sector clients' is also publishing a half-
yearly magazine called ,, Fiir den Dienstgebrauch* ["For official use only"], a col-
lection of consulting projects in the public sector. Both publications have an edi-
tion of approx. 5,000 copies and are distributed free of charge to decision makers
in HR departments and/or administrative departments.
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Kienbaum Management Consultants GmbH

3.1 Kienbaum Consulting Group

Founded as a organizational consulting company by Gerhard Kienbaum, today
Kienbaum looks back on more than 50 years of history. During the 1950s and 60s,
the consultants’ work was characterized mainly by all-embracing restructuring
projects in the engineering, plant and construction industries thus, in the producing
industries. Kienbaum’s core competencies then were consulting services concern-
ing the clients’ ordering/purchasing systems, process and production optimization
as well as the implementation of efficient R&D processes. In the 1970s the re-
cruitment of top-specialists and, in particular, top-executives became a second
main pillar of Kienbaum’s business. Until today, Kienbaum is one of the leading
search companies in the German-speaking markets, applying both methods, — ex-
ecutive-search/ headhunting and advertisement-based personnel marketing. In the
1980s the consulting business started to focus more and more on services for the
public sector, referring to questions of the potential increase of internal efficiency,
and on surveys stating the quality and benchmarks of classification systems (cli-
ents then were e.g. schools, universities, public safety units). In the 1990s with the
division ‘human resource management’ the field of personnel- and corporate-
development consulting became the third main pillar of our business; here, we of-
fer our clients consulting services referring to all relevant steps of the HR-value-
added process. Recently, we have launched the division ’outsourcing’ which of-
fers small- and medium-sized service providers full-support in the field of ac-
counting/controlling.
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Fig. 3.1. Kienbaum Consulting

Kienbaum Consultants employs 500 people (300 consultants, 200 employees
within the service and outsourcing unit). The company’s key markets are within
the German-speaking region of Europe, most of the subsidiaries are located in
Germany, Austria and Switzerland. The individual locations are structured and
staffed according to the particular requirements of the region they are in and offer
recruitment services; the subsidiaries in Gummersbach, Cologne, Dusseldorf, and
Berlin, however, offer our clients a wide range of ‘traditional’ consulting services.
As Europe is the company’s core market, Kienbaum has many subsidiaries and
strategic partners at all relevant European business locations and cities. After in
the first years, Kienbaum’s clients had been mostly major companies, between
1970 and 1990 we also started to put a rather strong focus on middle-sized busi-
nesses. Today, we have integrated three categories of business in our client portfo-
lio and thus, our strategic alignment concentrates on

e the top 100 businesses in German-speaking and other European regions;

e the larger medium-sized businesses with an interest in global markets;

e institutions of the public sector (ministries, authorities, cities, further public
and semi-public institution).

We understand ourselves to be a partner to the client and change agent. This
credo calls for

e competence teams that we staff according to the individual industries’ needs
to guarantee that our consultants “speak our clients language”, have the ex-
pertise for the special field our client is working in, and can develop appro-
priate concepts and solutions together with the client;

¢ the consequent expansion of expertise in the core competence fields/ key in-
dustries we cover (data bases, benchmarking);

e the implementation of the developed consulting concepts in close coopera-
tion with our clients which is accomplished by experienced consultants.
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Our company’s vision is to establish Kienbaum steadily as one of the most sig-
nificant and market-leading consulting enterprises in all relevant European busi-
ness regions. In particular, for questions concerning personnel management
Kienbaum shall be recognized as a market-leader and trendsetter that communi-
cates openly, has an influence on the development of the society, and always of-
fers innovative solutions to problems as well as instruments for personnel man-
agement. Our mission is to enhance our clients success effectively through
efficiency-increasing solutions in the fields of human resources, organization and
corporate management.
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Fig. 3.2. Core Competencies & Top Products

3.1.2 Instruments for Quantitative and Qualitative Personnel Planning

All goals and performance-indicators of the personnel planning (and thus, of the
human resources management which is central to consulting companies) are
geared towards the company’s overall strategy and the sub-strategies of the com-
pany’s divisions. Within the scope of a medium- or long-term business planning

(3 years and of course, annual planning) the following questions have to be de-
fined/faced:

e Our positioning targeted with the help of the consultants’ core competencies
and critical factors for success, compared to the ones of the competitors;

e concrete financial goals of the company (company’s development, growth
and profit);

e strategic initiatives (projects relevant to the development of product innova-
tions/ innovative consulting services and new markets);

e fields of optimization identified within the scope of regular SWOT analyses;
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e results of the annual personnel-portfolio-discussion;
e the evaluation of customer surveys;
e strategic co-operations (with focus on the markets in the U.S. and Asia).
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Fig. 3.3. Strategy Model & HR-Implications

Figure 3.3. shows the strategy model applied by Kienbaum Consultants with its
consequences on the essential hr-functions: personnel recruitment, support, per-
sonnel development, performance management and career planning/development.
Referring to quantitative and qualitative personnel planning, we use the following
instruments:

e Requirement profiles for various consulting services and immediate func-
tions, which result from a unique model of competency that is deducted from
the company’s corporate strategy;

e headcount-planning with recourse to performance-indicators (consultants’
per capita sales, necessary capacity of leaders, service quotas of the service
division);

e consequently, budgeting of the personnel costs and recruitment requirements/
recruitment costs;

e personnel portfolio (annual update);

e succession planning for all top- and key positions, — with special respect to
our career model, the individual career expectations, and a retention-risk-
analysis;

e annual planning of personnel development on the basis of annual feedback
conversations with the employees/performance reviews, and an overarching
portfolio discussion that the top-level executives are to hold.
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3.1.3 Strategic Competency Management

A basic principle of our personnel management is the realization of our intensive
human resources management know-how. Besides image, branding, international
presence and financial strength, most likely, human resources management is the
essential strategic success factor for success for consulting companies. Aspects of
these overarching hr-factors for success are:

o Expertise;
e non-professional competencies;
e cemployer’s attractiveness for top-talents;
o long-term retention of high performers;
e career expectations of a consultant for the individual period of life get
indicated in an appropriate career model for the respective consultant.
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Fig. 3.4. Developing the Kienbaum Competency Model

Figure 3.4. demonstrates the development process of a tailor-made, overarching
competency model that covers the needs of 3 divisions of a company and, in the
next step, results in specific requirement profiles, e.g. for consulting or executive
positions. It is crucial to deduct directly and indirectly professional and, in particu-
lar, non-professional/social requirements that result from the strategic factors for
success and also from the specific business situation. Here, external benchmarks
have to be linked; business models and the philosophies of consulting companies
on a regular basis have to be checked against the feasibility of their contents. Fig-
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ure 3.5. shows the present competency model of Kienbaum Consultants Interna-
tional, which is definitely based on non-professional competencies (behavior,
opinion/personality) and general consulting competencies (ability to manage and
be in charge of projects, sales and marketing skills, ability to develop products).
The indicated requirement profile refers to our leaders’/executives’ section; fur-
ther profiles —based on identical rating scales— are available for

Senior consultants;

e junior consultants/post-graduates (high relevance for the recruitment pro-
cess);

e internal specialists for Service/Administration;

e positions in the field of service/support (for instance, project assistance,

processing).
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Fig. 3.5. Present Competency Model of Kienbaum Consultants and Target Profile Manager
(entry level)

In particular, we apply our competency model in recruitment processes (for
avoiding wrong decisions and identifying potential in personnel), in the annual
feedback processes (note the key instrument “employee discussion”) and in the re-
sulting planning of professional and non-professional personnel development
measures. Which qualifying measures to be chosen for the individual employee
mainly results from the previous professional career/ biography (the time, the per-
son has worked in a certain position and the experience) and from the feedback
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given by project managers and supervisors. Our competency model considers pro-
fessional competencies relevant for consulting and consulting instruments as well
as certain fields of business/industries with the most important business processes;
accordingly, each division has developed additional professional competency pro-
files for each field of competency. In the field of non-professional
skills/competencies, the analysis of the employee’s status quo and the actually re-
quired status quo results in budgeted qualification measures such as

Behavior trainings;

coaching;

exchanging professional experiences in job-related work groups;
mentoring performed by experienced consultants/executives (excluding
mentoring by somebody’s direct supervisor);

national and international conferences;

job-rotation.

From the range of well-established personnel development processes and in-
struments those ones that are of particular importance to Kienbaum and thus, are
based on specifically designed and tested tools and application processes are
marked in figure 3.6.
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Fig. 3.6. Instruments Relevant for Personnel Development
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As in the field of consulting there are many individualists and ambitious peo-
ple working, referring to the internal human resources management, an essential
part is the continuous and consistent career planning. Within this context, the em-
ployee discussion is a key tool which consists at Kienbaum of the following mod-
ules:

e Management by objectives (the objectives of the previous year are assessed
on, objectives for the following year are agreed on);

e feedback on the behavior (GAP-analysis based on the strategic competency
model and the requirement profile for the respective job-group);

e deduction of qualifying measures/training;

e analysis of potential for further fields of responsibility which of course, get
checked against the employee’s personal career expectations.

The results are based on appropriate instruments (noted-down agreement on ob-
jectives, personnel development plan, career plan) and are processed further in
strategy meetings, in particular for the human resource management/planning.
Here, the set-up of a personnel portfolio for all divisions of our company is espe-
cially important (see Figure 3.7.). Individual career expectations as well as an em-
ployee’s obvious weaknesses in performance result in a development plan which
focuses on

e Accelerated improvement, or otherwise, in a limitation of responsibilities or
even in an outplacement on the external job market;

e systematic extension of consulting and general responsibilities (e.g. in form
of being in charge of a project);

e internal and external responsibility for projects;

e short- and medium-term promotion planning, based on respective objectives
and supportive training.

Our career model concentrates on the following levels:

Joining the company as a Consultant’s Assistant/Junior Consultant;

Consultant (usually 2 to 4 years experience);

Senior Consultant;

Senior Project Manager (within the career model for extended operational

careers);

o leadership level 2 (full responsibility for the results of the profit center and
the team allocated to the Consultant’s certain field of competency);

e leadership level 1 (usually Partners, complex responsibility for a consulting
division and for the level 2 Managers within this division);

e Executive — full responsibility for all individual divisions of the company;

together with other Executives responsible for the group’s strategy.
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Fig. 3.7. Personnel Portfolio

The single career steps are based on clearly defined entry criteria/requirements
which refer to objectives concerning the consultant’s performance as well as the
behavior. If these criteria have not been met for two years, the job position is ad-
justed to the consultant’s performance/ behavior and thus, his/her responsibility is
reduced, accordingly. This way, we develop towards a targeted model of ’inner
mobility’ that we prefer to the up-or-out principle which in our opinion, does not
offer any perspective with respect to the narrow job market and increasing expec-
tations about a consultant’s experience.

The qualifying/ training measures are realized by an internal hr-team that organ-
izes in-house training programs and analyzes the external market of training pro-
viders; if necessary, they make first contacts with external trainers/ experts. Our
in-house training program, offered by the Kienbaum Academy, provides our em-
ployees with the following services:

e  Welcome @ Kienbaum event for employees new to the company;

e organization of in-house trainings (some of them are performed by;
Kienbaum-trainers, others by selected external trainers);

e transparent information on the recognizable external training providers and
renowned topics/speakers;

e support in the chose of seminars and external seminar providers;

e purchase of external coaches for single training and consulting.
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The creation of value regarding an excellent personnel selection, which guaran-
tees that potential is identified and wrong hiring decisions are avoided, is likely to
be higher than the outcome of a permanent investment in qualifying measures for
the employees. This holds true especially for the highest requirements like prob-
lem solving, stress-resistance, motivation, social competence, and flexibility in
behavior are concerned. Therefore, the recruitment and selection processes are one
of the key tasks of managers/executives; the following tools support these crucial
processes:

e Partly-structured, competency-based interview guidelines for at least 2 com-
prehensive interviews with the applicant;

e systematic analysis of the professional biography, based on our experience
(grades, colleges/universities graduated from, milestones in the biography
etc.);

e self-assessment and personality-questionnaire;

e partly-dynamic single-assessment tailored to the job level of consulting the
person has applied for.

In the assessments, we apply the four-eyes-principle (meaning that always two
observers assess the applicant) and simulate typical situations a consultant is con-
fronted with in his/her every day’s work, for instance, analyzing a problem, hav-
ing a conflict discussion with another consultant or a client, planning a project,
performing in acquisition/ presentations and (for managerial or executive level)
leadership tasks. Our good reputation as a consulting company that provides its
clients with excellent assessment centers and management audits reflects our pro-
found knowledge in the field of hr-consulting, and in particular, in the selection
and assessment of personnel. Thus, we consequently use our expertise for our
company’s internal recruitment processes. Having concentrated on graduates for
our company’s recruitment division in the past, today, our main target group are
experienced consultants that are presently working for competitors and senior
managers working in fields of business/ industries that are interesting to us. While
the recruitment division’s focus is on experienced consultants, hr-managers, and
sales managers, our two divisions offering consulting services in the “traditional”
sense (i.e. human resources management and Business Efficiency division) con-
centrate on three different kinds of candidates. One-third of the employees we take
in here, are graduates that enter our company as assistants/ junior consultants, the
second group consists of experienced specialists, and the third one of top-leaders/
managers from competitors and target companies.

3.1.4 Performance Management

The costs for personnel are, by far, the highest cost factor in a consulting com-
pany. They are, however, also an investment in the human resources, a retention
factor for the human capital and a key factor guaranteeing that the potential in the
employees will be used by the present employer. In the hr-process, the perform-
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ance management is the second important pillar (besides competency manage-
ment) on which our company’s personnel management is based. We make sure
that our company’s business planning, the score-card based fine-tuning, and de-
velopment of objective categories and clear objectives for the individual job
groups/ consulting levels are linked in an optimal way (see Figure 3.8.).
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Fig. 3.8. Performance Management

Hence, our key instrument, the “employee discussion®, is not primarily based on
an exchange between the leaders/managers and their employees on the individual
expectations and suggested objectives. Within the scope of the annual planning/
budgeting of the previous year and a two-day strategy meeting for our company’s
single divisions and sub-divisions, financial as well as non-financial objectives
(the latter ones being e.g. projects and further relevant objectives referring to the
company’s positioning/ development of competencies/ product innovations) are
agreed on and outlined. Kienbaum’s management by objectives consists of 3 to 5
objectives agreed on, according to the following objective categories:

e All-embracing overarching financial objectives (obligatory for all divisions);

o financial objectives (here, results are given preference to growth) for a level
one manager’s field of responsibility (division), referring to the consultants’
results this concerns the consultants’ fees generated and their profitability;

e successful acquisition with reference to the explicit utilization of Kienbaum
clients and the acquisition of new clients (according to our recently restruc-
tured sales processes, usually in close cooperation with manager/executives);

e quality of consulting, measured by the feedback of project manager/s, col-
leagues, and external customer survey;

o successful performance of projects, — in particular referring to product devel-
opment and the optimization of internal processes;

e objectives concerning the personal development/further qualification, based
on our competency model.
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The remuneration system for the consultants is based on compensation layers
according to the different levels of responsibility they are working on; between 15
and 40% of their compensation however, consists of a variable component which
is controlled via the management by objectives. The weighting of the objective
categories is checked once a year in the strategy meeting; anyway, a minimum of
60% of the weighting is put on the two binding financial objectives. Applying this
flexible weighting system, we gear towards key goals and strategic key initiatives
(e.g. the set-up of new co-operations or the development of new fields of busi-
ness). We assure that objectives are cascaded systematically and comparable pa-
rameters for assessing the objectives are complied with via a computer-based con-
trolling tool which we have developed in-house (see Figure 3.9). Thus, the forms
for filling in the objectives agreed on are not confidential, single-use documents
(at the latest, after 1 year...) but a control instrument for quarterly feedback/ em-
ployee discussions, overall project controlling and also for the activity-plan-
management.

Further, our total compensation approach includes:

e The use of dynamic scales for the assessment of the financial objectives;
the possibility to obtain a company car (with the possibility to chose from
several options);

e apension system with an attractive co-payment rate for our employees.
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Fig. 3.9. Management Software ProVari

3.1.5 Corporate Culture and Change Management

Referring to the employees’ motivation and retention, consulting companies face
high requirements as they have to deal with their high demands on their employ-
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ees’ individual performance and, accordingly, possible high negative deviations of
these individual objectives; furthermore, with the requirements determined di-
rectly by the clients and the competitors, and the dynamic changes of the markets
consulting businesses have been confronted with during the last years. In particu-
lar, the demands for qualified consultants who have several years of experience
requires long-term work-life-balance concepts that are linked to an attractive cor-
porate culture. The forecasted, increasingly narrow job markets and thus, an at
least medium-sized “war for talents” preserve our outlined attractiveness as an
employer due to the described essential aspects as image, career chances, variety
of tasks, compensation etc. To us, the internal corporate culture and the external
image as an employer are ‘two sides of the coin’. These aspects have to be under-
pinned by long-term instruments for leading employees and for designing our cor-
porate culture (see Figure 3.10.).

Culture Management

» Values, Leadership and
Co-operation
» Change competence

Attractivity
as employer

Attractive Performance-Management

corporate
culture

» Compensation-benchm arks
» Flexibility in compensation

Competency Management

» Enhancement of potential
» Employability

Fig. 3.10. Management of Culture and Change

Our understanding and model of leadership is expressed in the competency
model. On the one hand, it is based on the two pillars "motivation’ and ’team inte-
gration’, and on the other hand, on ‘management by objectives’ and the ‘optimal
use of potential’. The support and challenge of our outstanding employees is a
definite factor for success which we underline with leadership key performance
indicators (number of identified talents, internal placement and key positions,
competency-fit and retention rates) within the scope of our balanced score card.
While the quality of leadership can immediately be optimized through feedback
and qualifying measures, changing the corporate culture is a medium-term proc-
ess. On a regular basis, we accomplish 360-degree-feedbacks and comprehensive
employee surveys in our company to document improvements made as well as po-
tential short- and long-term threats with respect to the employees’ motivation and
retention (see Figure 3.11.). In these processes, we are in particular eager to match
with our company’s values that have been binding for us for almost 20 years now;
thus, our goal is to be:
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Competent

e Top-know how in all fields of hr-management;

e be convincing as far as the consultant’s personality and the service’s contents
are concerned;

e convey to the client our experience regarding the realization and application
of solutions in a plausible way.

A Partner to the Client

e Avoid giving the client the impression of arrogance/elitism;

e develop important contents of the project together with the client’s managers
in charge;

e be a creditable partner, not only to the client’s top-management but for all
employees, and groups of people that will apply the developed strategies and
systems.

Innovative

e  Up-to-date knowledge and clear assessment on international hr-trends;
e  be a stimulator for creative and innovative solutions;
e  Dbe sensible for changes regarding business and society.

st . System , Self
eering orientation responsibility
I [ [ — I [/ [ I
Perspective | Task Person-
Employees orientation & orientation
I [ | [ [ I
Performance | Process Result
orientation orientation
I [ I I
B Company Top Profit ™. Performance
Identity orientation centers : orientation
[ I [ [ A
Flexibilit Normative ) Pragmatic
exibility orientation Profit Center X i orientation
[ | i | O |
Structure of | Clossed 5 Open
the system System ¢ system

Fig. 3.11. Kienbaum Employee Survey

Moreover, Kienbaum executives and senior managers have developed a leader-
ship and co-operation model that, for instance, defines the following self-demands
and objectives:
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e Our competence and strength, — is our team. We assure that all employees
are familiarized in their jobs systematically, support them in their permanent
further development, and assure the establishment of a long-term relationship
with our company.

e Our executives and senior managers, — concentrate on their key tasks which
are leadership and acquisition.

e We set trends, — we develop new, innovative products and improve our exist-
ing portfolio.

e We lay all workforce in the projects, — continuously, we gear our organiza-
tional structure towards the profit of our clients and guarantee them optimal
consulting services.

e We are reliable, — we are goal-oriented and keep our promises.

e We support the personal work-life-balance, — we support our employees in
balancing their profession against their personal needs for well-being, free
time, and their family.

Each of the 11 guidelines is underlined by activities and set by measurement
categories (see Figure 3.12.) for the determination of work-life-balancing.

"We support the personal work-life balance, - we support our employees in
balancing their profession against their personal needs for well-being, free
time, and their family."”

o

Our Way: Results:

We

»enable and foster a flexible working-hours
model.

»have developed a sabbatical concept.

»give our employees sufficient free time to
spend with their family or on their hobbies.

»accept that our consultants realize different
monetary results, - according to their
individual ambition and situation of life (with
respect to the employee discussion, the
budget, and our flexible salary system)

»reduce inconvenient travelling through
staffing projects with consultants closest to
the clients

»Lower absenteeism ratio

» realization of the sabbatical concept

» wellness is defined as an aspect of
leadership qualities

» technical support and acceptance of
home offices (also for project
assistants)

» reduction of time consultants spend on
travelling

» health-seminars offered by the
Kienbaum-academy

» employees receive a reduction on
membership-cards for fitness clubs

Fig. 3.12. Guideline Work-Life Balance

The external image as an employer has been established on a long-term basis as
one of our company’s eight goals and gets measured with the help of company
rankings. The preservation and optimization of our company’s internal culture is a
permanent process in which
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o Established and potential executives have to be supported and qualified.

e Successful teams have to be “welded together” (in particular when restruc-
turing processes take place and with the help of external coaches).

e The results of employee surveys and 360-degree-feedbacks have to be docu-
mented in generally binding, division-specific activity plans.

e Symbolic experiences/ symbolic violations that have a negative impact have
to be cleared.

e Transparency, regarding the situation of the company and the market has to
be guaranteed through the continuous use of communication instruments.

e On a regular (cascaded) basis in monthly meetings of the single divisions,
reviews and activity planning are discussed and organized.

e The communicated values and beliefs of our company become plausible and
reliable by the exemplary behavior of our top-management.



Part Il:

HRM as Administrative Expert



4 Human Resources Management in
International Consulting Firms: Distinguishing
Second and Third Wave Company Patterns

Michael Dickmann', Michael Graubner’, and Ansgar Richter”

! Cranfield University, School of Management, UK
2 European Business School, Schloss Reichartshausen, Germany

4.1 Introduction

The consulting industry is rapidly becoming a large and mature sector. Between
1995 and 2000 alone, the size of the global consulting market, measured by total
revenues, has more than doubled, growing from $51 billion in 1995 to more than
$110 billion in 2000 (Kennedy Information 2001: 35). Only in recent years has
this development, at least temporarily, tapered off. With the growth of the indus-
try, its importance from an economic point of view has increased, too. According
to the European Federation of Management Consulting Associations (FEACO),
management consulting revenues have risen as a percentage of European GDP on
a yearly basis from 0.12% in 1994 to 0.48% in 2002 (FEACO 2002: 9). The fact
that the comparable figure for the United States is around 0.70% suggests that
there may be scope for further growth of the industry in Europe.

A second aspect of the economic relevance of the consulting sector lies in its
function as an employment market. Focusing on Europe, the number of manage-
ment consultants has grown from less than 100.000 in 1994 to approximately
300,000 in 2001/2002 (FEACO 2002: 8). Although the consulting market is frag-
mented in that there are a large number of small consulting firms, the large and
medium-sized consulting firms dominate the market with a market share of more
than 90% of revenues. These firms — the top 20 and the larger mid-sized firms —
are almost exclusively international players in the full sense of the word: Not only
do they export their services from one country to another, but they also have of-
fices with local employees in several countries. It is on the employment and,
therefore, the human resource management (HRM) practices of these international
companies that we focus in this chapter. Whilst understanding the changing dy-
namics of the employment relationship in the consulting sector and drawing con-
sequences for HR policies in consulting firms is of importance in its own right, it
is equally relevant from the perspective of students and other groups of potential
candidates and of non-consulting companies in the economy. Consulting firms
serve as an increasingly important entrance point into formal employment rela-
tionships for high-calibre candidates from a variety of academic subjects and ex-
perience backgrounds (Ruef 2002). Therefore, consultancies shape the perspec-
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tives, expectations and skills of young professionals at a critical phase in their
lives. In many cases, these people move on to form the managerial elites in busi-
ness and public life. In addition, consulting firms often serve as trendsetters for
other organizations in the economy. Therefore, the HR practices prevalent in the
consulting industry exert an influence extending beyond the scope of consulting
firms.

The structure of this chapter is as follows. In section two, we investigate the
development of the consulting industry, and in particular the changing dynamics
of the employment relationship in the leading players in the industry. We also take
a look at the internationalization of the sector, which is one of the key factors that
have affected employment relationships in the industry. Thereafter, in section
three, we draw the implications from our earlier observations on the HR policies
and practices in consulting organizations. We also compare the practices prevalent
in consulting firms with those of multinational organizations in other industries. In
the fourth section, we provide empirical evidence for our theses, using the results
of an interview series we conducted with over 30 consulting firms, and casual evi-
dence from public sources and own experience. Finally, we summarize our find-
ings and provide hypotheses with regard to the further development of HR man-
agement in consulting firms.

4.2 The Development of the Consulting Industry:
Dynamics of the Employment Relationship in
Consulting and the Internationalization of the Industry

Consulting as a profession is a young industry. While managers of large-scale in-
dustrial companies have asked for the advice of outsiders such as accountants, fi-
nanciers and engineers since the beginning of the industrialization in Great Britain
in the late 18" century (Ferguson 2002) and during the 19" century in other coun-
tries, the emergence of management consulting as a distinct activity can only be
dated back to the first two decades of the 20" century (for a brief overview see
Wilkinson 1995). Broadly speaking, since then there have been three overlapping
waves of consulting, distinguished by the type of services provided and the organ-
izational features of the firms rendering these services (Kipping 2002; see Figure
4.1.).
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Fig. 4.1. The Three Waves of Management Consulting

The first wave of consulting began to emerge during the second decade of the
20™ century. It was closely linked to the scientific management movement spear-
headed by Frederick Taylor and others in the United States. The overall objective
of these consulting services was to enhance the operational efficiency of clients.
The consulting firms that emerged during this period and came to dominate the
industry from the 1930s to the 1950s include the Bedaux consultancy and Harring-
ton Emerson in the US, and the British Bedaux company, Urwick Orr, Production
Engineering and Personnel Administration (PA Consulting) in the UK (Ferguson
2002). Although these companies carried out some projects in foreign countries,
they did not set up international offices during that period. They were compara-
tively small organizations and their structures remained relatively undifferentiated
during their heyday. The people working in these firms came mostly from a tech-
nical background, apart from a few trained in accountancy and administrative ar-
eas. Of importance to our chapter is the fact that training in many of these firms
took place through the apprenticeship model, i.e. with junior consultants working
alongside more senior consultants in order to learn from direct experience.

The second wave of consulting firms can be dated back to the 1950s. It is re-
lated to the rise in demand for a broader range of management consulting services
(beyond efficiency-enhancing concepts) from American firms, many of which had
been founded during earlier decades: Arthur D. Little, founded in 1886 as a pro-
vider of technical services such as chemical testing (see Kahn 1984), Booz Allen
& Hamilton, set up in 1914 as a business survey firm, McKinsey & Company
(founded in 1926), and others that emerged in their wake (e.g. A.T. Kearney,
which split from McKinsey in 1946, the Boston Consulting Group founded by
former ADL consultant Bruce Henderson, and so on). During the second wave,
consulting firms are characterized by two features that are of particular importance
for the present chapter: First, they internationalized rapidly to develop multina-
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tional, and even global organizations. For example, in addition to its manifold pro-
ject-based operations in developing countries ADL set up its first European Office
in Zurich in 1957. McKinsey opened its first office outside the US in London in
1959 (see Kipping 1999). Second, despite many differences, these rapidly growing
firms developed common organizational features often classified as the profes-
sional partnership (P*) model (Rose and Hinings 1999). These features include,
among others, an ownership and governance structure distinctively different from
other established international firms. The partners, as co-owners were both the key
‘production personnel’ and at the same time the managers of their firms (Green-
wood, Hinings and Brown 1990). This means, as will be detailed below, that many
aspects of human resource management are embedded into the structure of the
firms belonging to this class, rather than being organized as a functionally separate
human resource management unit (see Graubner and Richter 2003). The profes-
sional partnerships that emerged during the second wave of the development of
the consulting industry embodied a particular model of human resource manage-
ment, which spread rapidly across the globe as these firms expanded and set up in-
ternational offices.

The third wave of consulting firms can be traced back to the beginning of the
1980s. It is characterized by new types of consulting firms with service offerings,
organizational and economic models that differ markedly from the classical P*
firms, many of which continued to exist in parallel. Attracted by the substantial
margins in consulting and the prospect of cross-selling along the different stages
of the value chain, combined with the fact the entry barriers in consulting are low,
many companies in related professional service industries (accountancies, audi-
tors, actuaries), as well as hard- and software providers in the IT industry, began
to offer consulting services. In addition, an increasing number of small, special-
ized consulting service providers established themselves in particular functional
niches of the consulting market (e.g. economic advisory services, pricing, M&A
advice, industry-specific consulting services, corporate finance advisory, risk
management, etc.). As a result, the third wave of consulting is fairly heterogene-
ous. The new consulting providers that emerged from the established accounting
and IT firms, however, differ substantially in organizational structure and govern-
ance from the P? model. Powell, Brock and Hinings (1999) have characterized
these as managed professional businesses (MPBs). The accounting and IT firms
from which the new consultancies emerged were already internationally active
(Aharoni 1999) and had established administrative structures. In addition, the
scale of their operations was significantly larger than even the biggest P* firms.
Therefore, these new consultancy arms of the old accountancy and IT firms were
internationally active almost from their inception, not needing to build interna-
tional networks from scratch. The historical development sketched above implies
that this industry is characterized by a significant proportion of global firms,
which not only export their services but also operate local offices in several coun-
tries. This situation is the result of an internationalization process that took place
over a relatively short period of time, beginning roughly half a century ago. It was
kick-started by ‘second wave’ consultancies during the 1950s. These firms devel-
oped into global organizations mainly through organic growth by setting up of-
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fices in new locations with experienced consultants from other locations, comple-
mented over time by local staff. However, on a number of occasions the acquisi-
tion of a local consultancy has been used as an entry mode into new markets. For
example, in 1991 Roland Berger & Partners acquired the Japanese consulting firm
Vaubel & Partners in order to enter the Japanese market (Richter 2003). Similarly,
in 2000 Mercer merged with the Mexican company Analisis y Desarrollo de
Proyectos (ADP). During the 1980s, ‘third wave’ consultancies joined the compe-
tition. These firms, however, started from different base conditions than their older
‘second wave’ peers. In many cases they were able to use existing office locations
to start local consulting businesses as an extension to their original service lines in
accounting, legal or IT. Examples of this trend include Andersen Consulting (now
Accenture) from its parent Arthur Andersen, IBM, KPMG, Oracle, Price Water-
house and Coopers & Lybrand (later merged into PricewaterhouseCoopers whose
consulting arm was recently acquired by IBM).

The geographic expansion of consulting services is characterized by distinct pe-
riods. In the late 1950s and early 1960s, the first American consulting firms began
to enter Western Europe as the initial step on their way abroad. Central and South
America as well as Japan became the focus of activities during the 1970s. Follow-
ing the fall of the socialist system, offices in Eastern Europe were established, of-
ten as preliminary satellites from Western Europe. The last decade of the 20™ cen-
tury also witnessed an enormous expansion of consulting activities into South-East
Asia. As a result, with the exception of Africa, few regions in the world have been
left untouched by the internationalization of the consulting industry. The follow-
ing table shows which country offices some leading consultancies established dur-
ing the periods discussed. Needless to say, all of these firms have continued to
open further offices in these areas in the following decades. Three main driving
forces behind the internationalization of second wave consulting firms can be
identified: First and foremost, the existence of promising business opportunities
abroad. Consulting basically followed general economic and political develop-
ments. While during the 1950s numerous well-established consulting firms includ-
ing Arthur D. Little, A.T. Kearney, Booz Allen Hamilton and McKinsey had to
compete for business in the U.S., the consulting markets outside North America
were virtually untapped. With the general economic development of Western
Europe after World War 11, the development of South America during the 1970s
and 1980s, the adoption of capitalist market systems in Eastern Europe following
the collapse of the socialist system and the "Asian decade" of the 1990s, demand
for consulting services began to rise. At the same time, clients were economically
able to afford consultants’ fees and to exploit the value generated by their work
across large enough output runs. A second reason, closely related to the first one,
consists of the limits to further growth in established markets, which forced con-
sulting firms to look for opportunities abroad. As local or regional consulting
markets mature, competition among different players becomes more intense. As a
result, in order to gain market share firms need to differentiate themselves from
their competitors either on the basis of quality, which is hard as plenty of high-
quality providers exist, or on the basis of price, therefore accepting lower margins.
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In foreign markets characterized by fewer players and lower competition, the need

for heads-on competition with other players is more limited.

Table 4.1. Geographic Expansion of Leading ‘Second Wave’ Consulting Firms

Geographic Expansion

Consulting
Firm Central and
(year of Western Europe | South Amer- Eastern
X East Asia (1990s)
foundation) (1960s) ica, Japan Europe (1990s)
(1970s)
A.T. Kear- | 1964 Duesseldorf | 1972 Tokyo 1992 Prague 1988 Singapore
ney 1967 London 1995 Warsaw 1992 Hong Kong
(1946) 1967 Paris 1996 Moscow 1995 Beijing, Seoul
1968 Milan 1998 Istanbul 1996 Kuala Lumpur
1999 Budapest 1997 New Delhi
1997 Jakarta
1999 Bangkok
Boston 1970 London 1966 Tokyo 1994 Moscow 1991 Hong Kong
Consulting 1997 Warsaw 1992 Kuala Lumpur
Group 1997 Budapest 1993 Shanghai
(1963) 1994 Bangkok, Seoul
1995 Jakarta
1995 Singapore
1996 Mumbai
McKinsey 1959 London 1970  Mexico | 1993 Prague 1991 Seoul
(1926) 1964 Duesseldorf | City 1993 Warsaw 1993 Delhi
1964 Amsterdam 1971 Tokyo 1995 Moscow 1995 Jakarta, Beijing
1964 Paris 1974 Caracas 1997 Budapest 1997 Bangkok
1966 Zurich 1975 Sao Paulo 1997 Kuala Lumpur
1997 Singapore
Roland 1967 Munich 1976 Sao Paulo | 1991 Moscow 1995 Beijing
Berger 1969 Milan 1992 Bucarest
(1967) 1993 Prague

1993 Riga
1994 Kiev
1997 Budapest
2000 Warsaw
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Roland Berger — today, Germany's second biggest management consulting firm
with an estimated 4.3% market share after McKinsey with 8.4% (Liinendonk
2002) — quickly turned abroad after having established itself in its home market.
The firm opened an office in Sao Paulo in 1976, long before many other players
discovered the potential of the South American market. Similarly, it moved
strongly into the Eastern European market immediately following the opening of
the borders and the removal of institutional restrictions at the beginning of the
1990s (Richter 2003). The third force behind the internationalization trends de-
scribed above are the differences in factor prices. Cost pressures in the industry
have caused firms to move not directly client-related activities such as support
functions, to low-cost regions such as India. ‘“Third wave’ consulting firms in par-
ticular, with their large overhead staffs, participated in this trend. For example,
Sapient today employs more than half of its staff in India (King 2003). Similarly,
Accenture runs large parts of its back-office operations, including programming
activities, from India. ‘Second wave’ consultancies also followed suit. McKinsey
and A.T. Kearney have moved services like graphics production, publishing, and
information research to places such as Madras and New Delhi. As a result of these
developments, many large consulting firms obtain the majority of their revenues
from ‘foreign’ operations and count more ‘foreigners’ among their consulting staff
than people from those countries in which the firms were originally founded.
Similarly, their leadership has become highly international (see Table 4.2.).

However, it is not just the importance of foreign operations and the national di-
versity of consulting staff that have shaped approaches to international personnel
management within P> and MPB firms. Compared to other large multinational
firms, the organizational structure and governance characteristics of ‘second
wave’ professional partnerships have a distinct effect on their human resource
management practices. Some key elements include:

o Professional training and internal socialization of members through the ‘ap-
prenticeship model’, with younger firm members working alongside more
senior members in order to learn their trade.

e Promotion and advancement on the basis of professional merit (which, as
Perkin 2002 shows with respect to the UK, was rooted in the ‘professional
ideal’ that emerged during the late 19™ and early 20™ and favored individual
contribution rather than inherited status as the basis for one’s position in so-
ciety; see also Perkin 1996, pp. xi-xviii).

e Frequent performance evaluation on a continuous basis, combined with re-
peated feedback and mentoring.
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Table 4.2. Degree of Internationalization of Leading Consulting Firms

Consult- Country Name and Total Share of Total Share of
ing Firm of Origin Nationality Number | Foreign Revenues Foreign
of Global of Con- Consul- Revenues
Leader sultants tants
USA Joe Forehand | ca. > 50% 11.500m >50%
Accenture (American) 63.000 usD
Arthur D. USA Lorenzo 2.200 70% 690m USD | > 60%
Little Lamadrid
(1999 fig- (American
ures) with Cuban
family ori-
gins)
A.T. Kear- USA Dietmar Os- 2.600 > 60% 1.100m ca. 55%
ney termann USD
(German)
Boston USA Hans-Paul 2.700 77% 1.050m ca. 65%
Consulting Biirkner USD
Group (German)
Booz Allen USA Ralph 10.500 ca. 25% 2.300m ca. 25%
Hamilton Shrader USD
(American)
McKinsey USA Ian Davis 7.200 ca. 75% 3.300m ca. 70%
(British) USD
Roland Germany Burkhard 1.200 59% 511lm EUR | ca. 40%
Berger Schwenker
(German)

Sources: Alpha Publications (2002); Firm websites; Kennedy Information (2001); Lan-
driscina (2002); Vault (2003)

As this list indicates, in firms that conformed — or continue to conform — to a
greater or lesser degree to the P* model, many aspects of human resource man-
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agement differ from those of multinational companies in other sectors. Consultan-
cies that use the P*> model tend to have more fluid and frequent interaction be-
tween professionals and their superiors. As many human resource development,
appraisal and promotion processes are anchored to project work, HRM is more
deeply embedded into the structure and the core (value adding) functions of the
firms (Graubner and Richter 2003). Therefore, the HR departments of professional
partnerships tend to be relatively small. In sum, the professional partnerships that
emerged during the second wave of the development of the consulting industry
embodied a particular model of human resource management, which differed
strongly from that of established MNCs. In comparison, employment in the pre-
dominantly third wave MPB consulting firms also followed rather different rules
than was the case in P? firms: With larger numbers of employees, more extensive
hierarchies and significantly higher leverage ratios (Maister 1993), training
through direct observation and experience as in the apprenticeship model needed
to be replaced by more formal mechanisms. The partnership model with its incen-
tive mechanisms for advancement and promotion was replaced, in many cases, by
external share ownership. Overall, MPB firms were, and continue to be, character-
ized by more standard employment relationships than can be found in other ser-
vice industries such as banking and insurance. As a function, human resource
management in these organizations tends to be the prerogative of specialized HR
staff, rather than the professional duty of consultants.

Which of these models will prevail in the long run will not be discussed in the
present chapter. It is important to note, however, that as a result of the historical
development of the consulting industry, different employment models co-exist in
the market today. This heterogeneity in employment models results in a wide vari-
ety of human resource management practices and policies across different consult-
ing firms, as will be evident from sections three and four below.

4.3 Implications for Human Resource Management in
Consulting Firms

The first two sections of this chapter have provided an overview of the historical
development and internationalization of consulting firms. It was argued that the
largest and most global players in the industry belonged to second and third wave
firms. These consultancies display two key organizational forms and government
approaches. The P> model is associated with organic human resource management
practices embedded in the structure of the organization. In contrast, the approach
to human resource management in the MPB model is seen to conform more to that
of multinational corporations (MNCs) operating in other service industries. The
question arises, therefore, as to how these differences manifest themselves in indi-
vidual HRM strategies, policies and practices. Since other chapters in this book
cover a range of personnel management aspects in consulting firms, we will focus
in particular on issues associated with international HRM (IHRM). This section
outlines the different human resource approaches of typical ‘second wave’ and
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‘third wave’ consultancies and compares them with those of multinational organi-
zations.

Identifying a “typical” MNC for purposes of comparison is not an easy task
since international HR strategies, structures and processes vary significantly
across globally operating firms. In their seminal contribution, Bartlett and Ghoshal
(1989) suggest that four international configurations of MNCs exist: the multido-
mestic, global, international and transnational firm. Bartlett and Ghoshal maintain
that the competitive advantage of the multidomestic firm lies in its local respon-
siveness. The global company’s strength is seen as efficiency, while the hallmark
of an international firm is innovation. Only the transnational firm is able to over-
come the “global — local” dilemma of tensions between local differentiation (the
need to respond to local interests) and integration (the desire to achieve global ef-
ficiency). At the same time, the transnational organization is seen to be highly in-
novative. The key to gaining competitive advantage among multinational firms is
increasingly seen in the quality of human resource management (Tregaskis et al
2001; Bartlett and Ghoshal 1989:71). Given this ‘transnational ideal type’, it is
useful to outline transnational HRM in MNCs. We will use the results of a range
of studies on Bartlett and Ghoshal’s typology (Harzing 2000 for a review). In
terms of international HRM, only MNCs that pursue moderately transnational ap-
proaches have been identified (Dickmann 2003 1999). These HRM configurations
will be assessed and contrasted with the HRM structures, strategies and processes
consultancy firms have created.

One key influence shaping the international HR configuration of consultancies
is that many of these firms are organized as partnerships. The discussion above
showed that the organizational form and governance type would typically be rep-
licated in the international expansion drive of consultancies due to perceived ad-
vantages of entrepreneurship and local knowledge. One of the effects in consulting
partnerships is a strong national centre of power and profit responsibility, com-
bined with large degrees of managerial autonomy, which may contribute to dis-
tinct national approaches to personnel management. Brewster (1995) identifies
distinctive forms of national HRM approaches by the degree of centralization and
strategic orientation. He argues that some countries employ centralized mechanis-
tic - legalistic HRM, concentrating on operative tasks (e.g. Italy, Belgium, Ger-
many). In other national environments, HR managers are more likely to pursue a
political approach where HR strategies are important and much of the HR devel-
opment and day-to-day work is centralized (e.g. UK, Ireland, Spain). Other coun-
tries use integrated HRM where the function is strategically oriented and much of
the HR delivery work is decentralized (Sweden, Switzerland, Norway). Lastly, he
identifies regions where there is a tendency to have little strategic orientation and
a high degree of decentralization (Netherlands, Denmark). Thus for consulting
firms with large local degrees of freedom and a range of nationally diverse HR
approaches an international coordination of HR strategies and instruments is diffi-
cult.
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Table 4.3. Comparison of IHRM Principles and Practices between Moderately Transna-
tional MNCs, Typical ‘Second Wave’, and ‘Third Wave’ Consultancies

Moderately Transnational
MNCs

Typical ‘Second Wave’
Consultancies

Typical ‘Third Wave’
Consultancies

1. General International HRM Principles and Objectives

Overall objectives, guidelines and
competencies. Explicit and detailed;
e.g. differentiated targets and rules
for various management levels and
sub-functions such as expatriation,
remuneration, pensions, health &
safety, etc.

Only a few but fundamental ‘profes-
sional principles’ linked to an over-
arching vision/mission. Low degree
of differentiation between different
seniority levels except for the part-
ner — non-partner distinction; few
explicit HRM policies

Overarching principles and compe-
tencies. Some explicit and detailed

objectives in particular for different
functional specialties/job categories
(e.g. different policies for program-
mers and strategy consultants)

Medium to high degree of heteroge-
neity in HRM principles across dif-
ferent countries/regions

Similar/identical principles apply
across countries/regions, often
rooted in ‘one firm concepts’

Medium to high degree of heteroge-
neity in HRM principles across dif-
ferent countries/regions

2. Individual HRM Policies and Practices

2a. Recruitment and Selection

Hiring from a broad range of good
schools

Hiring from a select few ‘top
schools’

Hiring from a medium range of very
good and top schools

Focus on well-defined, often techni-
cal or commercial skills

Focus on a broad range of general
skills, ideally combined with some
business training (e.g. MBA)

Preference for strong commercial or
technological over general skills

Focus on a broad range of candi-
dates from college graduates to ex-
perienced hires

Preference for candidates with post-
graduate qualifications

Focus on graduate and some post-
graduate candidates

Use of both personal interviews and
standardized assessment centers, but
with greater emphasis on the latter

Recruitment and selection largely
based on personal interaction (case
interviews, presentations, etc.), po-
tentially complemented by some
formal tests

Recruitment and selection based on
both personal interviews and as-
sessment center techniques

Process run primarily by internal or
external HR specialists

Process run primarily by consultants,
with support from HR staff

Process jointly run by professionals
and specialized HR staff

International recruitment concen-
trates on few high potentials

International recruitment may in-
clude many professional staff

International recruitment may in-
clude many professional staff

2b. Training and Development

Acquisition of specific knowledge
important objective of formal train-
ing courses

Training primarily through direct
observation and experience

Training through both on-the-job
experience and formal coursework

Emphasis in formal training courses
on relatively technical/ specialized
skills, complemented by general
managerial skills

Emphasis in formal courses strongly
on professional and interpersonal
skills, complemented by analytical
skills

Emphasis in formal courses on ana-
lytical, managerial and technical
skills (e.g. programming languages),
depending on job specification

Often relatively structured training
programs at junior levels, becoming
less structured at progressively more
senior levels

Highly structured training program-
mers at all career levels

Highly structured training program-
mers in particular up to project man-
ager level; slightly less so at more
senior levels




64 Michael Dickmann, Michael Graubner, and Ansgar Richter

Table 4.3. (cont.)

Moderately Transnational

MNCs

Typical ‘Second Wave’
Consultancies

Typical ‘Third Wave’
Consultancies

2c. Performance Management

Based primarily on a combination
of global competencies and
achievement of predominantly per-
son-specific targets

Based primarily on global compe-
tencies and the achievement of gen-
eral project-oriented targets

Based on global competencies and
the achievement of a mix of person-
specific and project-oriented targets

Similar processes used globally
across managers at any particular
level

Same processes used globally across
consultants at any particular level

Same processes used globally across
consultants at any particular level

Medium frequency of feedback

High frequency of feedback; 360
degree feedback schemes often used;
strong emphasis on behavioral as-
pects

Medium to high frequency of feed-
back; higher importance of specific
skills over personality/behavioral
aspects in feedback schemes

Upward feedback by juniors de-
sired, but often with little impor-
tance in terms of promo-
tion/advancement decisions

Upward feedback and evaluation by
juniors important part of perform-
ance metrics for seniors

International staffing opportunities
available for high performers, but
handled restrictively. Upward feed-
back by juniors often part of per-
formance metrics for seniors, but
with limited weight as compared to
other performance indicators

2d. Career Management

Elaborate long-term career plans
and programmers. Normally choice
of different career paths possible
(top management, middle man-
agement, specialists). Progression
often underpinned by formal HR
instruments such as internal as-
sessment centers (ACs)

Long-term career possible (but no
long-term commitment from career
starters expected). Little choice of
different career paths: “Up-or-out”
principle. Progression depends on
360 degree assessments — few for-
mal HR instruments used

Elaborate long-term career plans and
programs. Some choice of different
career paths possible — sometimes
“grow-or-go” principle. Progression
sometimes underpinned by formal
HR instruments such as internal ACs

Sophisticated international assign-
ment/rotation programs, often early
in career; opportunities for interna-
tional assignments also for senior
management

International staffing upon individ-
ual demand, primarily on short-term
project basis or for temporary office
transfers; opportunities available at
all levels

International staffing opportunities
upon individual demand available
for most positions (but may be sub-
ject to local interests overruling
global perspective)

International assignments actively
supported by specialized HR staff

International assignments supported
by HR staff on a case-by-case basis
(if go-ahead is given by senior deci-
sion-making level)

International assignments supported
by HR staff on a case-by-case basis
(often depending on target country
and relationship with local manage-
ment)

2e. Reward Systems

Primarily on a local (country-by-
country) basis; some degree of in-
ternational standardization for sen-
ior management and expats

Common point of reference for
reward levels in those firms that op-
erate a global profit pool, although
salary levels in particular at junior
levels are adjusted by differences in
living costs and income/earnings
levels in different countries; some
commonalties but also some vari-
ance in benefit levels across coun-
tries (e.g. car policies)

Primarily on a local (country-by-
country) basis; some degree of in-
ternational standardization for senior
consultants
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Table 4.3. (cont.)

Moderately Transnational
MNCs

Typical ‘Second Wave’
Consultancies

Typical ‘Third Wave’
Consultancies

3. International HR Communication and Coordination

3a. HR Communication: Direction, Intensity, and Content

Multidirectional and high intensity:
Cross-national exchange of plans,
ideas, information on instruments,
implementation experience and re-
sults relating to new projects and
ongoing HR work

Multidirectional and high intensity:
Intensive communication: interna-
tional exchange of plans, ideas, con-
cerns, experiences, etc.; predomi-
nantly restricted to new, overarching
HR projects (global meetings/task
forces on "war for talent")

Multidirectional and moderate inten-
sity: Intensive communication: in-
ternational exchange of plans, ideas,
concerns, experiences, etc.; pre-
dominantly restricted to new, over-
arching HR projects

3b. HR Coordination: Administrative, Personal and Social

Administrative: Some worldwide
HR planning and reporting; to some
extent publicly communicated (e.g.
through annual reports, etc.)

Administrative: Relatively little
worldwide HR planning and report-
ing; key figures reported at partner
meetings

Administrative: Relatively little
worldwide HR planning and report-
ing; key figures reported publicly as
legally required

Personal and social: Frequent con-
tacts incl. occasional direct meetings

Personal and social: Some contact
among international HR staff to the
extent that differentiated HR func-

Personal and social: Contact among
international HR staff on an as-
needed basis

among international HR staff
tions exist; interactions relatively in-
formal

We shall discuss these issues in more depth below. First, we focus on the inter-
national integration of general HR strategies, principles and objectives. Going be-
yond the traditional strategy and structure assessments (Harzing 2000) we will
then concentrate on tangible practices of international HRM, including recruitment
and selection, training and development, career management, performance man-
agement and rewards. Third, since innovation is of key importance in knowledge
intensive firms we will focus on communication patterns (Wolf 1997) and coordi-
nation mechanisms (Ferner 2000) in IHRM. Table 4.3. contrasts the typical [HRM
approach of a moderately transnational MNC, albeit simplified, with those of typi-
cal ‘second’ and ‘third wave’ consulting companies. This will allow us to assess
and interpret the differences between the two waves of professional service firms.

The degree of international integration of General HRM Principles and Objec-
tives gives a first indication of the nature of international HRM and points to the
power distribution between the worldwide head office and local operations.
Dickmann (1999) outlines that many German MNCs standardize some principles
and objectives governing their IHRM. They have leadership guidelines, key man-
agement competencies and expatriation policies that are integrated on a worldwide
basis. Some of these firms even have policies regarding the ‘comparability of up-
per management rewards’. Moreover, it is interesting to note that many companies
have international social or health objectives. These include striving for world-
wide employment security, good working conditions, company pensions and
health insurance. Amongst the more unusual elements are the “introduction of a
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German cultural element” (Commerzbank) or the “cooperation with employee
representatives” (Siemens). Overall, in transnational MNCs there is an extensive
range of explicit IHRM principles and objectives. Nevertheless, certain practices
such as remuneration or pensions may vary noticeably. There are some parallels to
‘third wave’ consulting firms in that leadership principles, mission statements and
key competencies tend to be internationally integrated and that relatively explicit
and detailed rules — in particular for different functions and job categories — exist.
However, the extent of this integration may be moderated by the strong power po-
sition of local partners. For example, Baer and Stoll (1999: 200) outline the ‘fed-
eral’ structure of KPMG, which provides ‘space for setting particular strategic fo-
cal points’. As with the transnational firms outside the professional service sector,
the HR objectives and actual practices tend to be adapted to local or regional con-
text factors and pressures. Typical ‘second wave’ consultancies, in contrast, differ
significantly from the other two types of organizations discussed here. They have
only few overarching professional principles which apply globally. Because there
are fewer and less detailed HR objectives and rules, there is less need for local ad-
aptation. Apart from the partner / non-partner distinction, all professional staff are
essentially treated according to these global principles. These principles also tend
to be anchored in the professional structure of the organization concerned. In con-
trast, ‘third wave’ consultancies and transnational corporations have not only
globally integrated principles, but also more explicit and detailed objectives and
rules. This more specific and less organic form of HRM requires a greater fre-
quency of exceptions to rules and a higher degree of local adaptation. The origin
of global HR principles and objectives (e.g. ‘war for talent’ activities) can gener-
ally be traced back to head office initiatives, although the actual formulation of
leadership principles, for example, is more likely to be carried out by the (interna-
tional) partners in both types of consulting firms. This may be an indication of the
higher autonomy and greater power of local operations. The litmus test for global
coordination, however, does not consist of the espoused principles, but of the in-
ternational HRM instruments and processes used in the actual day-to-day opera-
tions.

For transnational organizations, International Recruitment and Selection im-
plies standardization across borders of hiring criteria (focusing on well-defined,
often technical and commercial competencies) for senior management and high
potentials. Typically, graduates from good business schools and universities’ ac-
countancy and engineering departments constitute the key target group, and their
selection is based on both a series of interviews and the results of a formal as-
sessment center led by internal and external HR specialists. Overall, relatively few
candidates — primarily those earmarked for an accelerated career — are selected in
this way. In contrast, consulting firms seek many entry-level candidates from a
relatively small set of leading business schools and universities. As application
numbers in the sector can be very high, they also often rely on personal recom-
mendations. For example, Accenture (then Andersen Consulting) had three mil-
lion applications worldwide in 1998 (Gordon 1999). In that year, the firm re-
cruited 15,000 new consultants based on the worldwide qualities of diligence,
drive, ‘brains’ and teamwork. Within the consulting sector, ‘third wave’ firms and
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large transnational corporations show the most similarities. Both have a preference
for strong commercial or technological skill sets, use similar selection techniques
(interviews and formal assessment center methods) and, subsequently, have estab-
lished recruitment processes in which HR specialists play an important role. In
contrast, ‘second wave’ consultancies differ significantly from both MNCs and
‘third wave’ firms. Their recruitment drives concentrate on a few select ‘top’
schools, and emphasize general skills. Moreover, the selection methods that they
use emphasize the importance of informal processes and behavioral aspects. Casse
(1994) argues that traditional models of matching people to jobs do not apply in
the context of knowledge-intensive firms. The propensity to use consulting staff
rather than HR specialists, the widespread practice that all interviewers must agree
on making a job offer to a particular candidate, and the moderate use of assess-
ment centers all reflect a strong desire for person-organization fit. A side effect of
large application numbers and the informal selection process might be that re-
cruitment in ‘second wave’ consultancies is dominated by subjectivity and rejec-
tion (Robertson and O’Malley Hammersley 2000). The recruitment and selection
methods employed by ‘second wave’ consultancies are, again, deeply embedded
in the structure and the fabric of the ‘classical’ professional partnership model.
Firms of this type emphasize the development of strong and shared organizational
cultures that allow people to think and act within particular parameters (Handy
1995). The networking and training activities of 'second wave' consultancies also
reflect these aspects.

Major consultancies tend to have extensive, internal Training Programs some
of which are mandatory, whereas others can be booked by individual consultants
as time permits. A Norwegian study showed the effects of training in consultan-
cies to be significant (Sjeholt 1999). Effective knowledge management and indi-
vidual, group and organizational learning are critical to the commercial success of
consultancies. Ideally, consulting firms are “organization(s) peopled by self-
developers” (Stewart 1999: 177). In most ‘second wave’ consulting firms training
programs are largely standardized internationally and delivered by professional
staff, i.e. consultants. The emphasis in formal courses is on professional and inter-
personal skills, which are complemented by analytical skills. Most development
takes place on projects and through the interaction with senior professionals, in-
ternal mentors and coaches. There is also a high degree of international standardi-
zation of training in most ‘third wave’ consultancies. These firms stress technical,
analytical and managerial content in their training programs. The seminars are of-
ten delivered not only by internal experts but also by external specialists. Many
companies have also developed international training and support mechanisms for
global assignees. These policies and practices place the ‘third wave’ consulting
firms in the vicinity of the training approaches prevalent in transnational firms.
Multinational corporations also emphasize relatively technical and managerial
skills in their formal training courses, which are delivered by teams of internal and
external experts. Their international management training, however, is far more
extensive and covers a large range of technical, managerial and cross-cultural
training (Dickmann 1997). These MNCs have created systems to support the in-
ternational development of their ‘high potentials’. An example is the widespread
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use of cross-national project work — sometimes embedded in international man-
agement programs — aimed at raising cultural awareness. International develop-
ment initiatives also serve another function of building networks across borders,
given that other opportunities for international activities outside regular rotation
programs and the like are rare. The key differences in training and development
relate to the target groups, to the content and the international dimension. In both
‘second’ and ‘third wave’ consultancies, the target group for training programs
comprises all professional staff, while MNCs distinguish more clearly between
management and general staff. Specific knowledge transmission is more important
in MNCs and ‘third wave’ consulting firms, while ‘second wave’ consultancies
stress more generic skills. In essence, however, very little training that is specifi-
cally tailored to international assignments is available. Part of the reason might be
the belief that the most valuable learning opportunities arise in the context of ac-
tive project work and from one’s own team members and superiors. This contrasts
with the more formal and long-term system of international development found in
many multinational enterprises. However, the formality of development programs
in MNCs does not necessarily imply a lack of pragmatism or applicability. Par-
ticipants in such training programs may often present the results of their projects
to board members and other senior staff, thereby raising the participants’ exposure
and even their career prospects.

Career Management in MNCs can be highly sophisticated. Many transnational
corporations have elaborate long-term career plans and programs. Progression
takes place in relation to appraisals and is often underpinned by formal HR in-
struments (such as capability analyses and assessment centers). Normally, a full
range of different career paths is available. For example, the outcome of the ‘AC
Management’ at Volkswagen entails recommendations for careers at top manage-
ment level, middle management level or in specialist functions. This procedure
contrasts substantially with many ‘second wave’ consultancies. In these firms, ca-
reer progression means rising through the internal hierarchy to become a partner.
While progression is strongly related to so-called 360-degree appraisals, addi-
tional, formal HR instruments do not underpin these. In effect, little long-term ca-
reer planning for individuals is conducted, as only one dominant career path is
available. The effect is an “up or out” principle that applies to most consultants
(with a few exceptions for knowledge specialists). ‘“Third wave’ consulting firms’
approaches to career management fall between the two poles of the other two
types of organizations discussed here. In ‘third wave’ consultancies there is more
long-term career planning. Promotion decisions are sometimes underpinned by the
use of formal HR instruments. In essence, a principle of “grow or go” is operated
which provides greater scope for specialist, non-leadership careers than is the case
in ‘second wave’ consultancies. Of particular interest for this chapter are the inter-
national dimensions of career management. MNCs employ a large range of inter-
national assignment forms: So-called ‘frequent flyers’, short and long-term as-
signees, international commuters and traditional career expatriates. In many
instances, these international assignments, regardless of their specific length or
form, serve developmental or head office - subsidiary coordination purposes.
Moreover, international assignees usually benefit from highly developed support
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structures. These may range from pre-departure preparation for assignees and
spouses to repatriation help and the guarantee of an “adequate” position upon re-
turn. In comparison, most projects in ‘second’ and ‘third wave’ consultancies —
even though they may have an international scope — are carried out by the local of-
fices that tend to prefer local staffing if the specific competencies are available.
Thus, the majority of international staffing that occurs is needs-driven and takes
place through international commuting or short-term assignments for a specific
project. In addition, there are opportunities for becoming a medium-term expatri-
ate in consultancies. However, as consulting is a fast-paced business with a high
turnover of staff due to the principles of ‘up or out’ respectively ‘grow or go’ dis-
cussed above, long-term expatriation often makes little sense beyond the devel-
opment or motivation of individual high performers; the preferred arrangement in
these instances is the permanent office transfer. In any case, arrangements such as
these require support by senior decision-makers. In summary, both the objective
and the mechanisms of international career management differ substantially be-
tween MNCs and consulting firms. MNCs use international assignments and other
forms of global work to develop future ‘leaders’ or as means for social control and
coordination of subsidiaries. Consultancies, which emphasize a strong common
culture and entrepreneurship, use international assignments in a more ad-hoc, cli-
ent needs-driven way.

The Performance Management Processes of ‘second wave’ consulting firms
tend to emphasize project-related targets, paired with a focus on global competen-
cies (such as general client management skills). These firms use highly standard-
ized appraisal processes that encompass all their consultants, including both senior
and junior professionals. Often, similar appraisal systems are also applied to the
support staff. So-called ‘360 degree feedback systems’ with a strong emphasis on
behavioral aspects are widely employed and appraisals are generally carried out
after each project. Paramount in these feedback systems is the quality of the rela-
tionships with peers, partners, and clients. This contrasts sharply with the per-
formance management systems prevalent in many transnational corporations. Ap-
praisals in these organizations predominantly centre on person-specific targets,
which may differ widely according to the function and context of the job con-
cerned. Moreover, the frequency of feedback is generally lower and performance
management is less standardized across countries. The performance systems in
place embrace a lower proportion of employees, and the use of ‘360 degree feed-
back’ systems is often restricted to particular management levels. ‘Third wave’
consultancies occupy a hybrid position between the other two organizational
types. They have a greater mix of person-specific and project-oriented targets than
either of them. Furthermore, they place a higher value on the acquisition of spe-
cific skills over personality/behavioral aspects as compared to their ‘second wave’
competitors. In comparison with MNCs they tend to have more frequent feedback
rounds and use upward evaluations by juniors more often. The performance man-
agement approaches of the two types of consulting firms differ mainly in their
core areas of interest. In ‘second wave’ consultancies, appraisals are geared to be-
havioral and personality aspects, which are of general use for a large range of pro-
jects. The attention of these appraisals is focused on generic competencies. ‘Third
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wave’ consulting firms, in contrast, seek to strike a more even balance between
generic competencies and person-specific skills.

Both MNCs and consulting firms tend to have essentially localized Reward
Systems and pay levels, sometimes based on a worldwide system of job evalua-
tions. Commonly, only senior management (and in most MNCs, expatriates) may
have some element of international reward standardization. The strongest interna-
tional integration can be found at board level in MNCs and in those consulting
firms that operate a global profit pool. This confirms that pay levels and other
benefits are largely localized and that most firms are interested in maintaining
their freedom to adjust pay levels to market conditions. No stringent link could,
thus, be found between the different organizational forms and international com-
pensation systems. However, the organizational structure and governance had
strong implications for international HR coordination and communication.

The creation and diffusion of know-how, skills and new ideas is paramount for
the survival of knowledge-intensive firms (Asakawa and Lehrer 2003). Innovation
is positively related to the application of new human resource practices (Laursen
and Mahnke 2001). Many factors that are influenced by HRM systems and prac-
tices, such as communication, visits and meetings, can facilitate international
knowledge transfer (Bresman et al 1999). Innovation in international HRM, there-
fore, benefits from intensive communication about new HR practices as well as
coordination to increase the likelihood of their acceptance and implementation.
Gupta and Govindarajan (1991) have shown that reciprocal information flows
dominate in multinational companies. Looking at the direction of formal and in-
formal cross-national communication, the intensity of information exchange and
the content of the interactions, it is likely that international HRM is characterized
by multidirectional, highly intensive communication patterns. HR specialists in
typical transnational corporations frequently exchange HR plans, ideas, details on
personnel instruments, implementation experiences and results (Dickmann 1999).
To promote the communication flow, they use international forums, work groups
and other means to facilitate contact. In comparison, ‘second wave’ consulting
firms rely far less on HR specialists for international communication. Many HR
suggestions are developed by consultants themselves who are involved in certain
HR initiatives such as staffing or personnel management (e.g. recruitment). While
particular initiatives, such as ‘war for talent’ programs or attempts to raise the
proportion of women in consulting can lead to intense communication among con-
sultants and HR staff, these issues are the exception rather than the rule. Interna-
tional HR communication about HR topics that are not currently ‘en vogue’ or
considered to be of strategic significance is infrequent and characterized by low
intensity. In contrast, key international HR information exchanges in ‘third wave’
consultancies are the responsibility of specialized HR staff. This reflects the
stronger role and higher importance of specialized HR departments than is the
case in ‘second wave’ firms. Nevertheless, there are two important differences in
communication type between ‘third wave’ consulting firms and transnational cor-
porations. First, the range of HR areas to integrate and, therefore, to discuss on an
international basis, is far more restricted due to the greater local autonomy of na-
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tional operations. Second, the most important HR ideas, such as suggestions to
modify key competencies or leadership principles, and results are communicated
and discussed among partners. Contrasting ‘second’ and ‘third wave’ consulting
firms, it emerges that while the direction, intensity and content of international HR
communication may be similar, the methods employed are markedly different.
‘Second wave’ consulting firms define HRM essentially as the work of profes-
sional consultants and use HR staff mostly as administrative backup. These con-
sultants concentrate on core issues in international HRM, interact closely and de-
velop new approaches, e.g. in recruiting practices. ‘Third wave’ consultancies
have more HR specialists who communicate globally in the context of important
HR projects and develop proposals, which would then be championed, discussed
and decided upon among the partners. Thus while HRM is effectively a strategic
support function in ‘third wave’ consultancies, it may be seen as a set of routine,
yet strategic tasks for professionals in ‘second wave’ firms.

The diffusion of new HR ideas is also dependent on formal and informal means
of control and power. Ferner (2000) distinguishes between Bureaucratic, Social
and Personal Coordination. Bureaucratic coordination, termed here ‘administra-
tive coordination’, is based on a framework of formal roles and procedures that are
monitored and sanctioned. The planning and reporting of key HR budgets and ini-
tiatives between the head office and the subsidiaries falls into the realm of admin-
istrative coordination. Direct close supervision determines personal control. In
IHRM, this is expressed by the relationship between key international HR manag-
ers and their counterparts at subsidiary level. Raising the commitment to the val-
ues and goals of the firm, internationally exerts social coordination. Means to in-
crease social coordination within the realm of HRM include international
management development, cross-national teamwork as well as international rota-
tion of HR specialists. Ferner outlines that all three coordination mechanisms are
mutually supportive, although trade-offs among them may occur in particular
situations. Today, most transnational corporations employ standard instruments
for worldwide HR planning and reporting of key figures. However, rather than re-
lying exclusively on administrative control, they also often have an interest in the
social coordination that is promoted by international management development
programs for HR specialists and multi-directional exchange of HR managers
across borders. Social coordination is most likely underpinned by personal control
in the form of visits and frequent contacts between HR ‘line managers’ and their
local counterparts. Due to the regional structure of consulting firms organized as
partnerships, in terms of administrative control there is little worldwide HR plan-
ning and reporting. Moreover, there is little personal and social coordination of
HR management within most ‘second wave’ consultancies. Key visits and con-
tacts across borders are conducted by consultants in HR project groups and there
are few international management training or expatriation programs for HR spe-
cialists. This practice is consistent with the fact that most HR staff in these firms
have an administrative focus. In this respect, they differ from their counterparts in
many ‘third wave’ consulting firms where HR managers have more of a specialist
role. In these firms, HR specialists may visit foreign operations or work in impor-
tant functions on cross-national HR projects. Coordination activities are less pro-
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nounced within HR management in ‘second’ or ‘third wave’ consulting firms as
compared to MNCs. However, while ‘second wave’ consultancies use consulting
professionals to shape important HR projects, ‘third wave’ firms rely to a greater
extent on functional HR experts.

Overall, the differences between the approaches to IHRM in transnational cor-
porations and global consulting firms are considerable. Consultancies have less
formalized international HR systems and instruments, the onus for an international
career lies primarily with the individual, and there is less HR-internal international
communication and coordination. On the other hand, those international HR ap-
proaches that do exist apply to a higher proportion of total staff. Moreover, inter-
national HR learning is not the exclusive domain of specialists. It may be done by
non-HR specialists on assignments with global clients, who have a long history of
HR management and large foreign operations. In ‘second wave’ consultancies, in
particular, such learning may be converted into innovation.

Our discussion has also pointed to significant differences between ‘second
wave’ consultancies organized along the ‘classical’ professional partnership
model, and ‘third wave’ firms organized as managed professional businesses. The
latter typically have more established, differentiated international HRM systems,
and in that respect are similar to many MNCs. Their HR configurations are char-
acterized by relatively explicit and detailed HRM principles and objectives,
greater importance of HR specialists and formal instruments in recruitment, in se-
lection and career management. In these firms the person-job fit also tends to be of
greater importance than is the case in ‘second wave’ firms. This can be seen in
their selection criteria, training contents and performance management systems.
The organic HR approach of ‘classical second wave’ consultancies differs signifi-
cantly from this pattern. Professional consultants, rather than HR specialists, typi-
cally carry out most HR activities. Human resource management in these firms is
guided by a few, but overarching professional principles. Less formal instruments
are used, which could lead to a higher degree of subjectivity in activities such as
selection or career management. ‘Second wave’ firms tend to emphasize general
behavioral skills, whereas other types of consulting firms place more emphasis on
specific managerial or technical competencies. The focus of ‘second wave’ con-
sultancies on behavior and personality is not only apparent in staffing, training and
development, but also in the great importance placed on aspects of person-
organization fit in the recruitment process. In effect, these consulting firms are
looking for cultural fit and general capabilities that enable them to assign indi-
viduals flexibly. One of these flexible assignments might be an HR-related task!
The organizational structures of ‘second wave’ consulting firms and their knowl-
edge-intensive services rendered by highly educated professionals means that
these firms need to take more organic approaches to human resource management.
Laursen and Mahnke’s (2001) work on HR practices indicates that knowledge-
intensive firms which cannot rely on standardization of input, behavior, jobs and
output, apply work practices associated with organic structures. Therefore, the HR
functions of these firms are embedded into the fabric of their professional activi-
ties. The concentration of efforts to create a global ,,common culture results in
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the high degree of focus, commitment and flexibility that consulting firms strive
for.

In this section we have presented arguments about the pattern of national and
international human resource management in ‘second wave’ and ‘third wave’ con-
sulting firms. We have outlined important differences in HR strategies, policies
and practices between these two types of firms and contrasted them with those of
transnational firms. In this context we have drawn a number of inferences, princi-
pally related to the different organizational structures and corporate governance
models of classical professional partnerships and managed professional busi-
nesses. The following section presents some findings from a large-scale qualita-
tive study on consultancies which refine these insights.

3.4 HRM in International Consulting Firms: A Look at the
Evidence

In the previous sections we have argued that, broadly speaking, two types of large
and internationally active consulting firms exist. In distinguishing between these
two types of firms, we have left aside smaller firms focused primarily on their
domestic market. Our argument was that ‘second wave’ and ‘third wave’ consul-
tancies tend to differ markedly from one another with respect to their international
human resource management objectives, policies and practices. In addition, they
also differ from typical transnational organizations outside the professional ser-
vices sector. In our view, the hypothesized differences among the various aspects
of human resource management that we have discussed are rooted in the overall
structural and strategic features of the organizations concerned. This argument is
most striking with respect to classical ‘second wave’ consultancies. These firms
are oriented to a lesser or greater extent towards the ‘professional partnership’ (P?)
model, implying that the basic features of HR-related aspects such as incentive
and reward structures, training and development, career paths and others are al-
ready embodied in their overall organizational set-up. In other words, such organi-
zations have a lesser need for formalized HR policies, specialized HR staffs etc.
than organizations that are substantially larger and more oriented towards the
Managed Professional Business (MPB) model of consulting firms that entered the
market in the context of the ‘third wave’ development of the consulting industry.
Our argument so far has mainly been a theoretical one. In this section, we aim at
supporting our hypotheses with empirical evidence, drawing primarily on a series
of personal interviews in 30 large and medium-sized consulting firms with opera-
tions in German-speaking countries (Germany, Austria, and the German-speaking
part of Switzerland). The interviews covered all of the top 11 players in the Ger-
man management consulting market, as well as 14 of the top 20 players in the
Liinendonk (2002) list.

In selecting our interview targets, we aimed at capturing a broad range of firms,
including firms from both the “second” and “third wave” of consultancies. Simi-
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larly, we were interested in the commonalties and differences among consultan-
cies with different service strategies. We distinguished full service providers ver-
sus functional specialists (e.g. Simon Kucher & Partners for pricing or Horvath &
Partners for controlling), or industry specialists that focus on advising clients in
particular industries (e.g. ZEB for banking and Kurt Salmon Associates for retail
and healthcare). All of the consultancies we interviewed were established, re-
nowned industry players. Consultancies with less than 30 employees were ex-
cluded from the interview series because they mostly lacked HRM systems, struc-
tures and practices. We also excluded consultancies that are subsidiaries of large
industry firms and work mostly for their parent company such as Siemens Man-
agement Consulting or Lufthansa Systems Group. The interviews of about 60
minutes each were conducted in spring and summer 2003 as part of a larger re-
search project of the Department of International Management and Consulting of
the European Business School, International University in Schloss Reichart-
shausen, Germany. Our interviewees were experienced professionals with a mini-
mum of three years consulting experience. They include senior consultants, pro-
ject managers, associate partners, partners, and senior partners. For confidentiality
reasons, only aggregated information can be given about interview contents. How-
ever, information from public sources other than our interviews will be cited.
Overall, our arguments developed in section 3 with respect to the HRM objectives,
policies and practices in international consulting firms are broadly supported by
empirical evidence. Using the conceptual scheme in Table 4.3. as a guide, our ma-
terial provides rich information on the following areas of interest:

General International HRM Policies and Practices: Our interviews provide a
clear distinction between ‘second wave’ and ‘third wave’ consultancies. In ‘sec-
ond wave’ firms, the mission statement and a small set of fundamental guiding
principles provide the basis for HRM policies and practices that are valid globally.
Mission statements as well as guiding principles are fairly general, enduring, and
focused on professional values rather than on specific regulations. However, they
explicitly mention people development through superior management methods as
a major goal. For example, according to its mission statement The Boston Con-
sulting Group seeks “to inspire enterprising and imaginative people — at our clients
and on our staff — with unparalleled opportunities for professional and personal
growth.” McKinsey aims “to build a great firm that is able to attract, excite, and
develop extraordinary people”. “Second-wave” consultancies rarely vary their in-
ternational HRM principles and practices to fit local conditions. Especially those
firms that adopt “one-firm” concepts clearly apply uniform policies and rules
across the globe. Firms like The Boston Consulting Group, McKinsey, A.T. Kear-
ney and others are widely known to apply the same rules and procedures on a
worldwide basis. In contrast, HRM policies and practices in “third wave” consul-
tancies are more specific and more heterogeneous across countries or regions. For
some “third wave” consultancies, general international HRM policies and prac-
tices are identical with the regulations of their parent organization. In this respect,
they are identical to the HRM policies and practices prevalent in large MNCs. An-
other distinction between “second” and “third wave” consultancies relates to the
general responsibility for HRM, including its international dimension. While
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“third wave” firms rely for the most part on formally established and sometimes
large HR departments for tasks such as training and career management, in many
“second wave” firms the consultants play a much more prominent role in these ac-
tivities. Often, HR staff merely supports and administers the recruitment events,
training programs and assumes a coordination function. One exception to this gen-
eral observation, however, relates to the issue of project assignment. In all of the
major “second wave” consultancies that we talked to, assignment is carried out on
an office basis by specialized staff. All interviewees confirmed that two ways of
staffing existed, namely formal and informal. The latter one comprises direct dis-
cussions and negotiations between partners (looking for consultants to staff their
projects) and consultants (looking for their next assignment). Formal staffing takes
place through a staffing function that collects and matches internal supply and
demand for consultant capacity. Formal staffing is done by designated HR special-
ists, depending on the size of the office and the strengths of industry or functional
practices in cooperation with responsible office managers or practice leaders.

International Recruitment and Selection: In most consultancies, recruitment
and selection are carried out on an office-by-office! basis, and therefore is primar-
ily of a local or regional character. New hires are admitted into the general pool of
consulting staff (e.g. Boston Consulting Group, McKinsey, A.T. Kearney) or hired
by and for a particular industry or functional practice (e.g. Accenture, Arthur D.
Little, Axentiv, Roland Berger). With only few exceptions, there is little global
hiring for all office locations worldwide. Exceptions include, for example, global
practice specialists. However, many of these firms, in particular among the ‘sec-
ond wave’ consultancies, are quite active in hiring abroad for the local office. As
an example, virtually all of the bigger ‘second wave’ firms hold regular recruiting
events for German and German-speaking graduates at American top-tier business
schools. Many of the bigger ‘third wave’ consultancies are engaged in similar ac-
tivities, but their choice of target schools tends to be more broadly spread. Without
exception, the responsibility for making recruitment decisions rests in all consult-
ing firms with consulting staff. Consultants tend to be heavily involved in the re-
cruitment and selection process, from holding recruitment presentations and work-
shops to conducting job interviews. In ‘second wave’ firms, the involvement of
‘professionals’ (i.e. consultants) all but excludes the participation of specialized
HR staff, except for the organizational and administrative aspects of such events.
In many cases, applicants at these firms will not have met a member of the HR
staff in person until well after a job offer has been made. In ‘third wave’ consul-
tancies, too, consultants are heavily involved in the recruitment and selection
process, although some specialized HR staff might play an active role in recruit-
ment processes. The primary role of HR professionals in both types of consultan-
cies is to review written applications, to make an initial selection on the basis of
defined exclusion criteria, organize the interviewing process, and sometimes sup-
port first-round interviewing. Interviews tend to revolve around cases. Three to

In particular in ‘second wave’ consultancies, the term ‘office’ relates to a collection of
several physical offices in different cities that form a single administrative unit within the
same country or region; e.g. the ‘German Office’
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five interview rounds are common before a job offer is made. Some ‘third wave’
firms partly substitute personal interviews with an assessment center. While the
process for hiring junior consultants is generally fairly standardized, the process
for senior hires tends to be more flexible and informal due to their rarity. Most
consultancies focus on university graduates or young professionals with less than
three years work experience as their major talent pool. Many ‘second wave’ con-
sultancies welcome applications from a wide variety of academic disciplines,
whereas ‘third wave’ consultancies and many specialized players express a clear
preference for particular subjects and profiles. Some consulting firms rely entirely
on hires with several years of experience in the industry or the financial sector
(e.g. ICME).

Training and Development: All interviewees unanimously confirmed that the
overwhelming majority of learning in consulting firms takes place on the job. Ex-
perienced colleagues, ‘One or two levels above’ a consultant at any particular
point in his or her career, tend to be the main source for information and coaching
everywhere. However, in some firms even seasoned senior consultants, including
partners, take time to teach their younger peers. Generally speaking, due to the
lower ‘leverage ratios’ — David Maister’s (1993) terminology for the classical
concept of control spans in organization theory —, there tends to be far greater in-
teraction between junior and senior consultants in ‘second wave’ consultancies as
compared to their ‘third wave’ competitors. In some classical firms, upward feed-
back from associates is part of the performance metrics for project managers and
partners, thereby giving senior consultants a material incentive to engage in on-
the-job training and development for younger consultants. In all established con-
sultancies, off-the-job training programs and seminars support on-the-job learning.
Off-the-job training programs tend to be fairly standardized globally, if not identi-
cal. Many of these programs are held with participants from different countries
providing consultants with the opportunity to develop their international network
of peers. In fact, the establishment of contact networks is often a primary, if tacit,
objective of such training events. That is one reason why the first training for new
consultants might be held before they even start their job, as is the case with The
Boston Consulting Group's "boot camps". In many ‘second wave’ consultancies,
the focus of these trainings is on the development of professional skills in a broad
sense, including client management skills, analytical abilities, and project and
team management skills. In these firms, courses with a more technical focus are
sometimes available, too, but are often not mandatory. As an example, in his book
“Perspective on McKinsey” (1979) which is given to new members of the firm but
is not available to the general public, Marvin Bower, the charismatic Managing
Director of the firm from 1950 to 1967 demanded that training for associates
should cover five areas: problem solving, recommendation development, project
management, adherence to professional standards and the development of out-
standing consulting skills in general. Some ‘third wave’ consultancies, in particu-
lar the firms with a strong IT-focus, offer their new hires extensive training to
learn details on software and IT they might not have learned at university. Accen-
ture is known to operate a whole campus as a training facility in St. Charles just
outside Chicago mainly for this purpose. These initial trainings may extend over
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several weeks. Typically, experienced consultants act as faculty for off-the-job
trainings and seminars. Some firms also have an internal training department,
which not only administers trainings and seminars but also delivers part of the
content. For some technical or subject-specific coursework many consultancies
contract with external commercial service providers and even with university pro-
fessors. While the importance of training tends to decrease with higher seniority,
some ‘second wave’ consultancies have mandatory trainings even for their most
senior levels. In most cases, these events take place on an international basis.

Performance Management: In virtually all consultancies, performance man-
agement tends to be fairly homogenous across office locations worldwide. With
few exceptions, similar or even identical performance evaluation criteria and for-
mats are used within a particular consultancy. Performance evaluation takes place
on an individual basis (rather than on a group/team basis), with the person’s per-
formance on a particular project being the main criterion. In ‘second wave’ con-
sultancies, in particular, individuals’ contributions in non project-related activities
(e.g. involvement in recruitment activities, writing articles in in-house journals
and other knowledge building activities) may also be taken into account. Gener-
ally speaking, ‘third wave’ consultancies tend to be more revenue-driven than
‘second wave’ firms, so that such aspects tend to play less of a role in performance
evaluations. Performance reviews are conducted at a minimum after each project;
in the case of longer projects, there may also be interim reviews. Average periods
for performance reviews range from every three to every twelve months, with
‘second wave’ firms at the shorter end of the spectrum. In addition to performance
evaluation by project managers, many consultancies also take subordinate and
peer-to-peer feedback into account in assessment processes. Overall, performance
management systems in consultancies reflect the fact that consulting is primarily a
team-based activity. The cooperation of individuals in closely-knit teams provides
opportunities for continuous and close interpersonal observation and monitoring.
Since assessing the performance of junior consultants, in particular, on the basis of
quantitative output criteria, e.g. the number of charts produced, is largely inappro-
priate, immediate supervision and mutual monitoring are used as important ele-
ments in the performance management processes. The reviewees' mentors who
collect feedback from different projects conduct performance reviews. In firms
with strong functional or industry practices, formal superiors like practice leaders
typically conduct performance reviews for the members of their units (e.g. Arthur
D. Little, Axentiv, Roland Berger).

Career Management: In virtually all consulting firms, consultants progress
through the organizational hierarchy along clearly defined career paths. However,
there are significant differences among firms regarding the flexibility with which
such career systems are managed. Generally speaking, international staffing can
be found in three forms: Short-term staffing for one particular project, medium-
term staffing as expatriates for a period of about a year, and long-term interna-
tional staffing in the form of permanent transfers to other office locations. While
virtually all firms offer the first form of international assignments to their consult-
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ants, many are fairly restrictive with respect to more extended international as-
signments (medium- and long-term). Part of the reason for this is the fact that in
many consulting firms the key managerial accounting and performance metrics are
based on the unit of the local office, thereby providing disincentives for office
management to release high performers into whom significant investments in the
form of training, early career mentoring and the like have been made. Also, the
nature of the consulting business is fast-paced with high turnover among staff,
making long-term transfers difficult and only reasonable for tenured consultants.
Our interviews indicated that the ‘second wave’ consultancies tend to be signifi-
cantly more open to and flexible in the administration of international staff trans-
fers than most ‘third wave’ consultancies. Many of the latter are organized essen-
tially as different firms merely working under the same global brand, so that the
barriers between different offices or country organizations are significantly greater
than is the case with most of the classical ‘second wave’ consultancies. However,
in some ‘second wave’ firms, too, great barriers exist between regions (e.g.
Europe versus the U.S.) which make cross-regional staff transfers difficult. The
new organization of Arthur D. Little (a federation of offices rather than a consoli-
dated firm after its recovery from bankruptcy) provides an example. In order to
support career management, almost all consulting firms operate some kind of
mentoring program. Design and use of these programs, however, vary widely
across firms. Some consultancies assign an individual mentor to new hires to ease
their transition into the firm. Such mentors are typically junior consultants with
one to two years of tenure. Relationships between these mentors and new hires are
mostly informal and tend to cease after several months. Mentors in this model
have few rights and obligations such as conducting performance reviews. Their
primary role is to facilitate the socialization of young members in the firm. Hence,
this model is found in consultancies with strong industry or functional practices
where formal tasks are often the responsibility of the practice leader. Other con-
sultancies use mentorship programs more formally. In these programs, mentors are
typically project managers, associate partners, or even partners who guide and
monitor ‘their’ candidates throughout their development. They also collect per-
formance feedback from projects and conduct performance reviews. Some firms
use both types of mentorship programs described above. Although general pat-
terns are hard to establish, the impression from our interviews is that ‘second
wave’ consultancies that place greater weight on internal socialization and the de-
velopment of a professional orientation among junior consultants invest signifi-
cantly more into mentoring programs than some of the larger ‘third wave’ firms.

Reward Systems: In all companies that participated in our interviews, financial
rewards are allocated on the basis of individual performance (see the section on
performance management systems above). For junior consultants, compensation
consists of a fixed base salary and an individual bonus contingent on performance.
With increasing seniority, the share of variable pay rises. In consultancies organ-
ized as partnerships, partners are allocated a share of the profit pool of the firm or
the local office that reflects their contribution to the ‘pie’, often measured in terms
of the revenues generated by selling consulting services. In addition, they receive
a share of the surplus that reflects the relative size of their ownership stake in the
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firm. In stock market quoted companies, share ownership schemes are widespread,
often extending to the level of junior consultants. While reward systems in most
consulting firms are more or less standardized across countries and regions, re-
ward levels are more heterogeneous, reflecting differences in local fee levels, av-
erage income levels and the costs of living. Also, additional benefits such as com-
pany cars, contributions to non-mandatory insurances and the like, are highly
specific to each individual country. In those consultancies that operate a global
profit pool, a common point of reference exists, at least at partner level, enabling
partners to demand comparable levels of rewards across countries, so that some
degree of homogeneity in reward levels has developed. In the case of short-term,
project-related international transfers, consultants usually remain members of their
local office, therefore retaining their reward schemes. Additional travel-related
expenses are generally covered. In the case of medium-term transfers, consultants
usually receive expatriate schemes that tend to be generous in level; however, as
indicated above, such arrangements are not frequent, in particular not at junior
level. In the case of permanent office transfers, the reward schemes of the new of-
fice apply to the transferring consultants.

HR Communication and HR Coordination: In ‘second wave’ consultancies,
many important aspects of HRM, including many of its international aspects are
the responsibility of the consultants. With the exception of project assign-
ment/staffing, the primary role of the HR staff is to provide supportive and admin-
istrative assistance. Accordingly, international communication and coordination of
HR staff does not take place on an extensive basis. HR communication and coor-
dination is driven by consultants at senior level. Partners elect and participate in
international committees that determine global policies and procedures, including
HRM-related issues such salary and bonus levels, recruitment practices, perform-
ance reviews, international transfers, and promotion schemes. It is in these com-
mittees that overarching HR projects, e.g. strategies for the "war for talent" are ini-
tiated, discussed and approved. The central HR function in a firm might actively
participate in these committees. However, local or regional HR departments would
not regularly be involved. The committees mentioned above also communicate
HR-related issues, e.g. new selection policies, to the consultants involved in such
processes. The role of the local or regional HR functions is to support the process
of putting committee decisions into practice. A similar, albeit less stringent picture
can be gained from ‘third wave’ consultancies. HR departments play a more active
role in these firms, e.g. in the case of international transfers. Accordingly, interna-
tional communication among HR staff is common on an as-needed basis for con-
crete projects or cases. The same applies to international coordination in ‘third
wave’ consultancies, e.g. for the preparation of key HR data.

Overall, the evidence gathered from our interviews supports the arguments put
forward in sections two and three with respect to both the nature of HRM in inter-
national consulting firms, and the differences in HRM approaches and practices
between the two types of consulting firms broadly classified as ‘second wave’ and
‘third wave’ consultancies. International consulting firms have particular organ-
izational and strategic features, such as well-defined leverage ratios, career sys-
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tems, office structures and the like. Their HRM systems and policies are reflective
of these characteristics. This is particularly evident in the case of those firms that
form part of the ‘second wave’ of consulting firms. ‘Third wave’ consultancies —
at least the large and international ones focused on here — can be considered ‘mid-
range’ organizations whose employment models and HRM practices reflect as-
pects of both the classical model of consulting firms that emerged during the ‘sec-
ond wave’ of the industry’s development, and transnational corporations outside
the professional services sector.

4.5 Summary and Outlook

In this chapter, we have provided an overview of the approaches of large, interna-
tional consulting firms to HRM. However, in order to do so it has been necessary
to distinguish different types of consulting firms, namely those firms that follow
strategic and organizational models that emerged during the ‘second wave’ of con-
sulting, and those firms that diversified into consulting during the ‘third wave’ of
consulting that began to unfold during the 1980s. Needless to say, this distinction
provides the basis for a broad classification only that cannot meet the specific fea-
tures of every single case. Nevertheless, we believe that distinguishing between
these two different types of consulting firms is necessary in the context of a dis-
cussion of the human resource management practices in consulting, as fundamen-
tally different employment models, incentive structures and managerial models
appear to be at work in the two types of firms. Classical ‘second wave’ consultan-
cies follow to a greater or lesser extent the professional partnership model that
emphasizes the notion of membership (rather than employment) of individuals in a
group tied together by extended socialization processes and adherence to profes-
sional values. As a result, many of the key processes, by which the human re-
sources of these organizations are managed, are an integral part of the organiza-
tional structure of the firms, and are run in practice not by a separate group of
specialized HR staff, but by senior professionals (i.e. consultants) themselves.
Crucial with respect to the issue of international HRM is that, many classical pro-
fessional partnerships in the consulting sector emphasize ‘one firm’ concepts, im-
plying that although local offices may have great importance as administrative
units, the professional orientation of the people working in these firms extends to
the worldwide partnership. Therefore, international career moves such as project
assignments and office transfers are relatively easy in these firms, even if they are
not managed in a formal way. Metaphorically speaking, human resource manage-
ment is an organic, integral element of the system of professional partnerships as
such, rather than a specialized managerial function that would help to safeguard
the smooth operations of these firms from outside. In contrast, the larger and in-
ternationally active ‘third wave’ consultancies can be characterized as ‘managed
professional businesses’ with many more ‘corporate’ features than the classical
professional partnerships. Managed professional businesses tend to be larger, have
greater leverage ratios (spans of control), more administrative staff and put greater
emphasis on differentiated functional units, including human resource manage-
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ment units. The employment models prevalent in these firms are, in many re-
spects. akin to businesses outside the professional service sector. With respect to
international human resource management practices, however, many of these
firms are hampered by the fact that they represent relatively loose collections of
local or regional offices, without an overarching ‘one firm’ culture. In this situa-
tion, specialized HR staff, whose intention is to foster international programs such
as mid-career transfers and the like, often represent the interests of international
career development versus the declared objectives of local management, thereby
deepening the perceived rift between ‘them’ and ‘us’, between consultants and
staff in these organizations. It is then a matter of the distribution of power as to
whose interests prevail. In one of the firms in which we conducted a series of in-
terviews with the HR department, the members of that unit acknowledged that
they had to be “more diplomatic and very persisting” with local partners, when it
came to representing the interests of employees. In comparison with themselves,
they thought it was easier for HR managers in traditional multinational corpora-
tions to promote their interests, as they could appeal more easily to top manage-
ment fiat, i.e. to the priorities set by the board or chief executive. Today, both
types of consulting firms that we have described compete with each other in a
market that, in terms of its general development, is characterized by slower growth
and falling margins. Which type of firm under these tougher conditions will pre-
vail is open for debate, or at least for speculation. We believe that this question
cannot be answered yet. However, as competition grows stronger, the ways in
which the most important productive resources of consulting firms by far — their
people — are employed and managed should prove to be a key source of competi-
tive advantage or disadvantage. During the next few years, the true strategic im-
portance of HRM in consulting firms will become evident.
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5 Wanted: Experts on Strategy

Rainer Bernnat and Angelika Sonnenschein

Booz Allen Hamilton

5.1 Booz Allen Hamilton: The Company

5.1.1 Facts and Figures

The name Booz Allen Hamilton stands for a long and successful tradition. It all
started 90 years ago: In 1914 Edwin Booz realized a seminal idea. He believed
that companies would be more successful if they could call on someone outside
their own organization for expert, impartial advice. In doing so, he created a new
profession — management consulting — and the firm that would bear his name. The
joining of his partners James Allen (1929) and Carl Hamilton (1935) strengthened
his vision.

With 90 years of experience in delivering results that endure, Booz Allen Ham-
ilton ranks among the world’s biggest international management and technology
consultancies. Today, with more than 16,600 employees spread across six conti-
nents, Booz Allen Hamilton generates annual sales of 190 million Euros in Ger-
many, Switzerland and Austria — 3.3 billion Dollars on a worldwide scale. Over
430 of these employees currently work in the German-speaking area, with offices
located in Berlin, Diisseldorf, Frankfurt am Main, Munich, Vienna and Zurich.
The number of employees throughout this region has increased steadily over the
past few years.

As a global leader in management and technology consulting, Booz Allen
Hamilton provides services to major international corporations and government
institutions around the world. The company offers extensive experience in the
fields of strategy, turnaround, restructuring, organization, operations, systems and
technology. Strategic and operational entrepreneurial assignments are completed
in close cooperation with the client. The organization comprises a commercial
(Worldwide Commercial Business/WCB) and a technology division (Worldwide
Technology Business/WTB).

“The Power of Both* serves as the basic principle of the service portfolio: As a
consulting approach it combines strategy with technology and industry or func-
tional expertise with the appropriate implementation. Booz Allen Hamilton’s con-
sultant teams measure their own efforts against the success they achieve with their
clients. Through its global presence the firm is able to focus sectoral knowledge
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and functional expertise in compressed form on each particular project task. As a
result, the firm has long-term experience in strategic, operational and IT-related
problems.

5.1.2 Booz Allen Hamilton’s Philosophy

“Booz Allen Hamilton combines strategy with technology and insight with
action — working with clients to deliver results today that endure tomor-
row.

The combination of strategy and technology and of analysis with implementa-
tion, is based upon the guiding principles of Booz Allen Hamilton, the most im-
portant of which is its position as a “practical strategist”: a successful consultancy
which not only develops strategies but also provides the instruments necessary for
their implementation.

The shared values principle is reflected in everyday work: Booz Allen Hamil-
ton is attributed “higher-than-average” competence in terms of its consistent reali-
zation of respect, fairness and team spirit in the working environment. Mutual re-
spect and fair cooperation are the firm’s most fundamental corporate values.
Client orientation, entrepreneurial spirit and the ability to work in a team add to
this — values based leadership approach.

The firm’s vision is to be the absolute best management and technology con-
sultant, measuring its success by the value it delivers to its clients and by its
strength and spirit as an institution. In order to transform this vision into reality,
Booz Allen Hamilton tries to work and live by certain core values: professional-
ism, fairness, integrity, respect, trust, client service, diversity, entrepreneurship,
excellence and teamwork. Its consultants bring these values into play on a day-to-
day basis:

o Professional excellence regarding client work;
o employee-centric approach to corporate citizenship activities;
o diversity programs.

5.1.3 Booz Allen Hamilton’s Clients

Booz Allen Hamilton's clients are the world's largest corporations, emerging
growth companies, leading governments, agencies and institutions that want to
change their organizations and the world for the better. Examples of Booz Allen
Hamilton client work for government clients include the following: Within the
scope of the federal e-government project “BundOnline 2005”, Booz Allen Hamil-
ton advised the Federal Ministry of the Interior on strategy development concep-
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tion and implementation. For the Federal Ministry of Economics, the firm devel-
oped and implemented the “Digital Integration” program. Furthermore, Booz Al-
len consultants support several authorities regarding the development of security
strategies. At Federal State level, the firm also supports the government of North-
Rhine Westphalia.

Together with “Initiative D217, the biggest national public-private partnership
within the information technology sector, Booz Allen Hamilton is developing new
initiatives in partnership: be it for the advancement of the information society or
for the expansion of Germany as an innovator in the field of IT.

5.2 Booz Allen Hamilton: Personnel Strategy

Booz Allen Hamilton recognizes that it takes talent and unique perspectives to
solve today’s most important and challenging problems. The firm believes that its
success is enhanced by employees with a wide variety of educational back-
grounds. It not only hires graduates, but also recruits numerous former executives
from industrial companies.

5.2.1 Personnel Planning

Consulting is attractive to a wide range of applicants — interns, graduates, post-
graduates and “young professionals®. Job specifications are comparatively de-
manding: they include excellent analytical skills, practical and international work
experience, as well as fluency in English. Furthermore, applicants should possess
imagination and creativity, motivation, superior interpersonal skills, the ability to
work in a team environment and good communication skills. Some professional
areas also require extensive experience with functional work.

Capacity is planned at the beginning of each fiscal year and is directly driven
by the expectations of business development. Career development is supported by
the firm-wide Career Development Service, whereby an assigned Career Devel-
opment Manager coordinates staffing on client projects, planning of training, regu-
lar performance appraisals.

The selection process starts with the written application. Candidates who meet
the requirements are invited for interviews, so-called “Recruiting Marathon
Days®: between five and seven one-on-one interviews are conducted by experi-
enced consultants and members of the senior management team. Interviews focus
on the applicant’s background and on how applicants apply their knowledge to
solving case studies. The aim is to test how a candidate approaches a problem,
how he or she structures it, deals with information provided by the interviewer and
how he or she ultimately proceeds to solve the case. Based on the results of the in-
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terviews, the applicant’s professional expertise and his or her soft skills, the re-
cruiting team reaches a final decision.

Consultancies recruit the best graduates from almost every faculty across the
board. Nevertheless, graduates of business studies represent the largest group
among all employees in the German-speaking region (46%) compared to only
26% being engineering graduates, 12% natural scientists and a mere 5% of con-
sultants, who are humanities graduates. This variety of disciplines ensures the
consultancy’s success: an interdisciplinary exchange of this kind enhances the
creativity and collaboration of teams in their daily work.

It goes without saying that lateral hires can be found at higher levels as well:
Most of these are executives who have had several years of experience in another
consultancy and in industry. At present, a significant percentage of all Booz Allen
Hamilton employees have prior industry experience.

5.2.2 Career Planning

Training
on-the-Job
Knowledge database Regular
,Knowledge Online* Appraisals
Support by a Support by
Career Development »Junior® and
Manager »Senior“ Mentors
Tailor-made
Trainings

Booz Allen Hamilton's priority in HR is the individual development of each
employee

Fig. 5.1. Employee Development

As a strategy consultant, Booz Allen Hamilton is committed to the continued de-
velopment of its employees. Career planning and training are of major importance
and have a direct impact on the speed of promotion in a performance-based or-
ganization.

New employees (consultants, researchers, etc.) start their career at Booz Allen
Hamilton by attending the New Hire Orientation (NHO)/Discover Booz Allen
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workshop. This international introductory training week provides a broad over-
view of the firm and the way it operates. It offers an introduction to firm-specific
approaches and concepts which support the work of a consultant — from the typi-
cal course of a project to basic information on captive research services. All
graduates also participate in the Consultant Program. In addition to Training on-
the-job, this program comprises several seminars on business-related topics and
methods — elements that form a fundamental part of a consultant’s education.
Graduates who do not have a business background attend a complementary train-
ing course on business administration (strategy, economics and finance), based on
MBA teaching methods.

Consultants with a business background take part in the Industry Hire Jump
Start course. It ties in with the experience of the individual, linking it to Booz Al-
len-specific working methods in order to facilitate successful integration. In addi-
tion, the firm also offers workshops dealing with a variety of topics ranging from
conflict management to presentation skills.

Continuous learning is another crucial factor of career development at Booz Al-
len Hamilton: In addition to their training on-the-job, consultants are given the
opportunity to take part in various courses, designed to further enhance their skills.
Trainings at all levels, as well as a regular exchange of experience with experts
contribute to this. One of the company’s main goals is to encourage consultants to
find new approaches and innovative ideas, as this fundamentally contributes to
their success. Irrespective of space and time every consultant has access to the
firm’s know-how pool: The firm-wide intranet-based system “Knowledge On-
Line® includes knowledge and experience from a multitude of projects. Tools like
these play a role in enabling consultants to meet the client’s needs with maximum
quality and competence.

The survey “Attractive Employers 2002 conducted by Hewitt Associates, a
management consulting firm specializing in human resources solutions, ranked
Booz Allen Hamilton amongst the top four of Germany’s most attractive corpora-
tions. The major drivers for this result were a high level of individual responsibil-
ity and excellent professional development opportunities. The consultancy sector
clearly dominates the group of top employers in terms of professional develop-
ment opportunities.

The regular career path begins at Consultant or Senior Consultant level, moves
on to Associate and Senior Associate level and then progresses to Principal and fi-
nally Partner level.



90 Rainer Bernnat and Angelika Sonnenschein

~ 2 years per level ~34 years
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Fig. 5.2. A Consultant’s Career Path at Booz Allen Hamilton

Each of the first four career steps take approximately two to three years. Within
the first years, the work covers a broad range of projects, thus guaranteeing the
acquisition of cross-industry expertise. Equipped with these ,,basics“ of strategy
consulting, the employee takes the next career step — that of a Senior Associate —
in which he or she specializes in an industry or a functional area. Senior Associ-
ates already take on responsibility for a project, plan and structure analyses and
support the client in implementing new strategies. The scope of duties of a Princi-
pal (“Partner in Training™) again broadens: as an expert for strategic transforma-
tion, he or she is responsible for clients as well as business development.

After an average seven years of continual growth, consultants may reach the
company’s top management — Partner level. In addition to their continued excel-
lent performance, Partners dispose of specific characteristics which ultimately lead
to a consultant’s success: the ability to support the development of employees, to
define and develop clients and markets, as well as general leadership qualities.
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- Example of a Booz Allen Career -

Judith Mauel, 29, joined Booz Allen as a Senior Consultant in Spring 2001
and was promoted to Associate level after 2'/, years. Her first consulting
project as a fully-qualified “Diplom-Engineer specializing in Waste Man-
agement” dealt with a topic which was completely new to her:
E-Procurement in a mobile telecommunications company. A team of ex-
perienced colleagues helped her get to grips with the new matter. “The re-
quirements necessary for the job — conceptual and analytical skills — were
no problem for me as an engineer,” says Judith. “My own strong interest
and enthusiasm for new challenges were further basic requirements for the
steep learning curve.” Simultaneously, her affinity to engineering is not ig-
nored. “After a couple of months working in different industries, I joined
the “Operations Group” focusing on the manufacturing industry...

I can’t deny the fact that I’'m an engineer! “

Assignments Abroad

Nearly all new consultants have previous international work experience and join
Booz Allen with the expectation of working on a global level. Thanks to Booz Al-
len Hamilton’s presence on 6 continents, the company is able to offer its employ-
ees opportunities abroad. Providing the employee has the appropriate experience
and the market situation warrants it, such assignments will be either for the dura-
tion of a project or as a temporary deployment.

Compensation System

Booz Allen Hamilton’s compensation system offers above-average salaries for en-
trants. These are complemented by the usual benefits such as a company car, life
insurance and an additional pension fund. Consultants working at the same level
receive the same basic salary — their cohort salary. The only differentiation is the
performance-related cohort bonus, of which the amount is dependent upon the in-
dividual’s overall business performance.

5.3 Booz Allen Hamilton: Human Resources “Best
Practices”

The firm is committed to the individual career development of all employees. As a
part of its corporate philosophy, outstanding performance is required and in turn
rewarded. The “Professional Excellence Award” for instance, which honors the
best teams, is a sign of this appreciation. Once a year, a committee of Partners
from different countries grants this award to the project teams who obtained out-
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standing results in their client work: It is they who, by means of their excellent
performance, not only help to advance the team but also the entire firm.

The information culture at all levels of hierarchy as well as within project
teams boosts the overall success of the firm. Booz Allen Hamilton supports this in
several ways: The literal “open door policy” for instance is decisive for a positive
working environment. The so-called “Home Office Days® - days on which con-
sultants spend their time working, meeting or participating in training courses at
Booz Allen Hamilton offices - enhance open communication amongst the col-
leagues and establish local and international networks. Furthermore, a non-
bureaucratic culture supports these activities: continuous exchange of information
between employees and the executive board ensures active communication just as
much as the publication of team and industry-related newsletters at national and
international level. Amongst other things they contain a press review and the latest
news on Booz Allen Hamilton both worldwide and “on-site”. Last but not least, it
is the communication between staff which greatly contributes to the high degree of
cooperation within the project teams.

5.3.1 Mentoring Program

Being able to learn from as many colleagues as possible is an important element of
an individual’s career development. Booz Allen Hamilton has established an in-
tensive mentoring program, whereby one junior and one senior mentor are nomi-
nated to support the professional development. Senior mentors guide their general
career development and junior mentors serve as contact points in day-to-day
working life through coaching and counseling.

5.3.2 Sponsorship Program

After 24 months of excellent performance, interested consultants can apply for
sponsorship from the firm to complete their doctorate or participate in an MBA
program. This is essentially an offer open to all young consultants who are highly
qualified and have the potential to build a long-term career at the firm. The MBA
sponsorship supports one or two year programs. During this period, Booz Allen
Hamilton covers all tuition fees, provides a laptop and e-mail access, as well as the
utilization of in-house resources. Upon completion of the course, reintegration into
the firm is assured. Currently, 46% of all Booz Allen consultants in Germany,
Austria and Switzerland hold a doctorate degree and 25% have an MBA.

Structured Performance Evaluation

Consultants must constantly generate excellent output for their clients. Careers
depend on each individual’s continuous performance development. A consultant’s
past performance and success and his or her potential for development and further
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growth are continually measured and evaluated through the systematic appraisal
process. Performance evaluations at Booz Allen Hamilton support the career de-
velopment of each employee — from Secretary to Consultant to Partner. This kind
of ,,monitoring* has been conducted globally for over 40 years. Once a year, per-
sonal evaluation assessments are conducted via a ,,360 degree process* along a set
of standardized competency criteria. The process starts with the employee writing
a so-called ,,self assessment™ and discussing it with his or her assigned appraiser.
Based on this initial input, a senior member of staff who has not worked directly
with the appraisee then conducts structured interviews with peers, supervisors and
juniors, with whom the appraisee has worked during the appraisal period. Three
main categories covering ten core competencies are assessed:

Delivering Value to Clients

e Using core consulting craft skills;
e demonstrating thought leadership;
e structuring and managing work;

e cffecting lasting change.

Developing People and Relationships

e Managing and leading work teams;
e working effectively with others;
e cultivating career growth.

Building the Institution

e Developing intellectual capital;
e generating new business with both existing and new clients;
e contributing to firm development and initiating good will for the firm.

These competencies obviously vary from level to level. They demonstrate how
staff should strengthen and broaden their portfolio of skills as they advance within
the firm — a Principal should possess the competencies defined for a more junior
member of staff and develop those specified for his or her current level. Promotion
to the next level will only occur once the employee has demonstrated most of the
competencies required for the next level. For example, an Associate must success-
fully manage teams and projects before he or she will be promoted to Senior As-
sociate level, i.e. to Project Manager level.

The appraisal is then presented to an Appraisal Committee - made up of Part-
ners and Principals — which reviews each appraisal for completeness and consis-
tency. Special emphasis is given to development actions and steps which will help
staff to address their development needs and realize their full potential. All deci-
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sions relating to the future career of staff are taken by the Appraisal Committee.
The appraisal process also applies to Partners.

The process is designed to give each Booz Allen employee a sense of his or her
own potential, direction and ownership in terms of the advancement of their ca-
reers. The entire process is based on the understanding that a sense of recognition
and purpose and opportunities for further growth, is the best motivation a firm can
offer to ambitious staff.

5.3.3 Advancement of “Diverse Minds*

Being able to support executives across the globe in both industry and public insti-
tutions in solving complex issues requires talent, perspective and an open mind.
Thus, diversity among its employees is an essential element of Booz Allen Hamil-
ton. Specific recruiting concepts meet this concern. Cultural diversity among em-
ployees is promoted actively: regular communications of coordinated measures
concerning the issue of diversity as well as mandatory training to raise awareness
are standard. Furthermore an annual “Diversity Award“, has been established
firm-wide, honoring particular commitment of employees in this field.

Great attention is given to the Advancement of Women: it is Booz Allen Hamil-
ton’s ambition to attain a well-balanced proportion of male and female consult-
ants, for example by way of attracting young academics. In 2002, Booz Allen
Hamilton thus established a scholarship program for highly gifted female students
in cooperation with the German National Academic Foundation (Studienstiftung
des deutschen Volkes). In this context, both institutions fund a year abroad in a
European country for scholarship holders; additionally, goal-oriented career ad-
vice, internships and advice given by selected female mentors at Booz Allen Ham-
ilton are offered to them. Booz Allen Hamilton has been honored several times for
its commitment to diversity. “Working Mother* magazine for instance, has repeat-
edly placed the firm in the “Top 10” of “100 Best Companies for Working Moth-
ers” in the United States.

5.3.4 Work-life Balance

Booz Allen Hamilton makes high demands on its employees. An open and flexible
attitude towards the client’s expectations at all times counts among these. Never-
theless, the consultancy endeavors to offer its employees flexible solutions, which
in turn enable them to strike a successful balance between their working and their
private lives.

The firm offers a variety of flexible work arrangements which support the
work-life balance concept. One of these is a leave of absence or part-time work,
where 60% can mean working three days a week, taking additional holidays dur-
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ing the school holidays or maybe at the end of a project. Nevertheless, working
fewer hours during a regular working day can prove to be quite difficult in an en-
vironment in which the “nine-to-five” rule does not exist.

Furthermore, the firm also offers employees the opportunity to give something
back to the community through firm-sponsored volunteer activities and pro bono
assignments at non-government, non-profit organizations. The pro-bono projects
often have an additional benefit of enabling employees to accomplish personal ob-
jectives through their professional activities.

5.4 Conclusion

Ninety years of service to the world’s leading corporations have shown that work
as a consultant offers an ideal environment for strategic thinkers, those with an
ability to solve problems, show flexibility and have a desire for continued profes-
sional training. The range of activities is challenging. It requires of each individual
that he or she is aware of these demands. The ,,Booz Allen Way* offers attractive
and demanding work, an international corporate culture, a supportive environment
— and inspires every individual.



6 Managing Human Resources at Metaplan

Wolfgang Schnelle

Metaplan GmbH

6.1 Metaplan

Metaplan’s human resources management is strongly related to the specific ap-
proach of its consulting procedure and its consulting concept of organizational
change. It is a sociologically guided consultancy with a solid foundation in ad-
vanced organizational theories. This has to be explained to make the ways and
means of recruiting and training our consultants understood.

6.1.1 The Metaplan Consulting Procedure: Moderating Processes of
Reaching Shared Understanding

The Metaplan consulting procedure is a process of group communication. In dis-
cussions with groups of people from affected areas, the problems are brought to
light which are to be the focus of the consultancy process. The suggestions for
solving these problems are also elaborated in group discussions and workshops at
which those involved participate.

The consultants intervene in the group discussions either indirectly or directly.
‘Indirectly’ means that they formulate the questions and propositions which form
the subject of the discussions. They intervene directly by taking part in the discus-
sion, introducing their own opinions and recommendations in a provocative man-
ner. They always do this if the indirect method is not successful in breaking open
closed thinking and fixed interests. These indirect and direct interventions are the
points where consulting takes place: Metaplaners are simultaneously both modera-
tors and consultants.

6.1.2 The Metaplan Consulting Concept of Organizational Change

Three mechanisms interlock in the Metaplan consulting concept. The first mecha-
nism is to create a common conceptual framework to replace the ingrained points
of view trapping the members of an organization. This is a prerequisite for com-
munications amounting to more than mere compromise. The second mechanism is
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to form viable connections between the participants’ divergent interests; this en-
tails a power play. The third mechanism concerns creating trust. The partners
should be able to make advance concessions in the hope of receiving returns on
their investment in the project at a later date.

6.1.3 The Metaplan Consulting Approach Is a Sociologically Guided
Consultancy with a Solid Foundation in Advanced
Organizational Theories

These are the theories most influential on Metaplan consultancy:

e Decisions in organizations have to be made under conditions of bounded ra-
tionality and ambiguity (Herbert A. Simon, James G. March). This opens
the door for communication processes in which the participants try to build
up shared understanding and an arrangement of their interests.

¢ Rule following: self-generated or social rules are followed in organizations
to absorb insecurities of decision-making, even if they are economically dis-
advantageous (James G. March, John W. Meyer and Brian Rowan, Paul J.
Dimaggio and Walter M. Powell). Metaplaners are aware of that and ask
themselves whether such rules should be respected or challenged in the proc-
ess.

e Organizations are arenas of micro-political disputes (Michel Crozier and
Erhard Friedberg [in French], Guenther Ortmann [in German]). These dis-
putes help to overcome deadlocks in the processes of organizational change.
They have to be accepted to a certain degree.

e Subunits and departments in organizations develop specific “thought styles”.
They might be trapped in “closed thinking” which makes it difficult to build
up shared understanding between different “thought collectives”. (Ludwik
Fleck, who in 1935 published a sociological investigation of the production
of scientific knowledge, coined these terms, which found their way into the
Metaplan method of working).

e Organizations themselves cause costs: costs of information, of transactions,
of control, and of exerting influence. Economic theories of organization al-
low Metaplaners look at those costs mostly neglected or underestimated by
managers (the best known in this field are Oliver E. Williams [in English]
and Arnold Picot [in German]).



Managing Human Resources at Metaplan 99

6.1.4 Typical Projects and Strategic Clients

We are engaged by corporations, associations and public institutions. They come
to Metaplan because Metaplaners support the process of reaching shared under-
standing among the parties involved and refrain from imposing “solutions” on
them.

This happens when there is a need for strategic and/or organizational planning
or for new options for taking action. Such projects might last several months.

Almost all kinds of industries are among our clients: engineering works, the
automotive industry, insurance companies, and banks.

Strategic clients include, in particular, big pharmaceutical companies making
use of our ability to moderate meetings with medical researchers, hospital and of-
fice-based physicians, in nearly all languages spoken on both sides of the Atlantic.

6.1.5 Facts and Figures

Metaplan is an international moderation and consulting institute that was founded
in Germany in 1972. We have a conference center in Quickborn (Hamburg) espe-
cially designed for workshop moderation.

We have had an office in Paris (France) since 1985. In 2001 we opened our of-
fice in Princeton, NJ, in the United States.
In 2002 we had a total of
e 6 Partners
e 13 Consultants
¢ 19 Back-office staff
In that year our total turnover was €5.5m.

6.1.6 Recruitment

From time to time we place advertisements in the national press describing the
graduates we are looking for:
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® We are an international moderation and consultancy company.
/’fefﬂﬂﬂﬂ Founded in 1972, we now have offices in Quickborn (near Hamburg),
Paris, and Princeton, New Jersey. Our clients are well-known interna-

tional businesses and institutions.

Our consulting procedure is based on moderation of processes of
reaching shared understanding in organizations.

We lead discussions between players with different interests and per-
spectives towards the "blind spots" in the organization. We open up
the thought processes of those involved, make their logic transparent,
and get them to interact. In addition to the company’s economic view-
point, we also include sociological and cultural aspects in our reflec-
tions. We lead those involved to new ways of thinking, and from the
organization we develop joint solutions and strategies for taking ac-
tion. In this way new possible courses of action are revealed, which
are supported and implemented by all those involved.

Consultants as intermediaries between different ways of thinking

The successful candidate will have the following qualifications:

You have a university degree with a broad subject base which illus-
trates your intellectual curiosity.

You have at least 5 years of professional experience with leadership
responsibility; you have found that the social reality in organizations
is multi-layered and that leadership often takes place laterally.

You can easily put yourself in the shoes of other players and under-
stand their interests and ways of thinking.

You are sensitive to situations involving power relations and trust re-
lations in organizations, and can communicate with people on higher
or lower levels as equals.

You are ready for a change in your career and are open to the ways of
thinking and the methods upon which our work is based.

You speak German and English fluently (and possibly another lan-
guage), since you have spent prolonged periods abroad which have
given you competence in the languages and culture of different coun-
tries. You are excited by the idea of working on projects in the USA
and Europe.

Fig. 6.1. Job Advertisement
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6.1.7 Training

All new consultants will be trained in the Metaplan Moderation Method. They will
be enabled to conduct Metaplan Moderation Trainings for clients. From 1992 to
2002, 19 internal seminars were held on topics in organizational and social science
by academic lecturers (see Table 6.1.). Participation is obligatory for everybody,

even for Partners.

Tab. 6.1. Training

’ 20-21March Lose Kopplungen (Loose couplings) Prof. Guenther Ortmann,
1992 ‘Wuppertal
5 1 June 1992 Mikropolitik in Organization (Micropoli- | Prof. Guenther Ortmann,
tics in organizations) ‘Wuppertal
31 Aug. 1992 | Is it sensible to be rational? Nils Brunsson, Professor of
3 Beyond rationality: organizations as social | Management, Stockholm
constructions
30 Oct. 1992 1. ‘The triumphant march of the com- Prof. Guenther Ortmann,
puters’ or ‘About computers, fishing-nets | Wuppertal
and a bunch of big fish’
2. Reduction of complexity: why you based on an article by Wolf-
should prescribe a cure of losing weight to | gang Dernbach, Diebold
! your EDP? Deutschland GmbH
3. Information systems and reformability | Arthur Francis, Professor of
of organization Corpor. Strategy, Glasgow
4. CIMsalabim: promises of a magic for- Prof. Willi Kiipper, Ham-
mula and doubts burg
5-6 Feb. 1993 | Strategische Analyse von Organisationen | Prof. E. Friedberg,
3 (Strategic Analysis of Organizations) Paris
6 May 1993 Unternehmensnetzwerke (Corporate Net- Prof. Joerg Sydow,
6 works) Wuppertal
24 March Kooperationsspiele (Cooperation Games) Prof. Guenther Ortmann,
7 1995 Wuppertal
15-16 June Die Vernunft der Moderne Teil I: Prof. Wolfgang Kersting,
1995 individualistische und universalistische Kiel
Rationalitit
8 (Reason in the Modern Age, PartI:
individualistic and universalistic rational-
ity)
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(Circularity as a Standpoint

The formal structure of Modern System
Theory, its typology of argumentation, and
thrust)

15-16 Dec. 1. Strategisches Management und wissens- | Prof. Guenther Ortmann
1995 intensive Unternehmungen Wuppertal,
(Strategic Management and knowledge-
’ intensive undertakings)
2. Unternehmensnetzwerke (Corporate Prof. Joerg Sydow, Berlin
Networks)

23 Feb. 1996 Die Vernunft der Moderne Teil I1: Prof. Wolfgang Kersting,
Diskursethik; Kiel
Klugheit und Moralitit auf dem Markt, in
der Okologie und im Wohlfahrtsstaat

10 (Reason in the Modern Age, Part I1:
Ethics of discourse;
Smartness and morality on the market, in
ecology and in the welfare state)
10 May 1996 | Asthetik in der Architektur (Esthetics in Titus Bernhard, University
11 Architecture) of Applied Sciences, Augs-
burg
27-28 June Forms of Intelligence: Nils Brunsson, Professor of
1996 Rationality and Rule-following; Management, Stockholm
12 Institutions as Rules;
The Construction of Organizations;
Administrative Reforms

28-29 Aug. Okonomische Theorien der Organisation Prof. Arnold Picot,

1996 Property-Rights-Theorie, Institute for Information,
Transaktionskostentheorie, Organization and Manage-
Principal-Agent-Theorie ment at the Munich School

B (Economic Theories of Organization of Management
Property rights theory,
Transaction cost theory,
Principal agent theory)

03 Oct. 1996 Zirkularitit als Standpunkt Prof. Theodor M. Bard-
Der formale Aufbau der Modernen Sys- mann, Niederrhein Univer-
temtheorie, ihre Argumentationstypik und | sity of Applied Sciences,

14 StoBrichtung Moenchengladbach
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10-11 Jan. Das Konzept der Organisation als auto- Prof. Niklas Luhmann,
1997 poietisches System auf der Basis von Ent- | Bielefeld
15 scheidungen
(The concept of the organization as an
autopoietic system based on decisions)
1-2 May 1997 | Selbstorganisation, Fremdorganisation, Prof. Alfred Kieser, Mann-
Organisationsberatung heim
16 (Organization of self, organization of oth-
ers, organizational consulting)
5-6 July 1998 | Soziologie der Handlungsmuster Claudette Lafaye,

17 Sociology of patterns of taking action (in Philippe Corcuff, Paris
French)
31 Oct.- Rollen der Beratung Dr. Andreas Werr, Stock-
1 Nov. 1999 1. Phiinomene des Management Consult- holm School of Economics
ing
2. Organisationsberatung in der Automo- | Dr. Roland Springer, Daim-
bilindustrie lerChrysler, Stuttgart
18 3. Die Rolle der Beratung bei Metaplan Dr. Thomas Schnelle, Meta-
(1. Phenomena in Consulting Roles man- plan
agement consulting
2. Organizational consulting in the auto-
motive industry
3. The role of consulting at Metaplan)
14-15 Jan. Unterschiedliche Denkwelten in Organisa- | Prof. Dirk Baecker, Witten/
1 2001 tionen Herdecke

(Divergent ‘thought worlds’ in organiza-

tions)

Furthermore, several internal seminars have taken place where consulting pro-
jects were presented by Metaplan consultants. The focus in these seminars has
been to show the application of Metaplan consulting methods and procedures.

6.1.8 Remuneration

When consultants begin they all receive a fair salary which increases according to
their experience and performance. Depending on Metaplan’s business perform-
ance, they may get several extra salaries. The Partners receive a percentage of an-
nual profits.
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6.1.9 Principles and Guidelines of Partnership

Financial Principles

Our partnership is an association based on economic solidarity. The Partners all
work to produce a financial profit, which they share.

Distribution is made according to a scheme that is determined in advance. It
does not depend on personal successes or failures in the period of calculation
(which is the business year).

Every Partner may take the initiative to make alterations to the scheme for dis-
tribution. Any such proposal must be discussed by all the Partners at a joint meet-
ing, which aims for a unanimous decision. The decision on whether alterations are
to be made and if so, which, will then be taken by the Partner with decision-
making powers within the company.

Mutual Obligations

Every Partner shall select his’/her own activities and means in such a manner that
the goals and interests of the others are respected and taken into account, and s/he
shall not exploit his/her opportunities for his/her own benefit to the disadvantage
of his/her Partners.

Whenever Partners work together, no-one shall attempt to raise his/her profile
to the detriment of the others. In order to reinforce trust in behavior based on soli-
darity, all Partners shall allow the other Partners insight into their activities. They
shall explain how they use their time, they shall make their documentation on their
projects available, they shall inform the others of what they are planning, etc.

Consensus

The Partners take part in the processes of forming a consensus and express them-
selves if they have a differing opinion. A consensus is to be found concerning the
following issues: on appointing new Partners, if a Partner is to be criticized be-
cause his/her behavior gives cause for calling into question whether s/he should
remain in the partnership, if a Partner is to be requested to leave the partnership, or
if s/he is to be excluded from it, on the question of to whom the position of Man-
aging Partner should be offered, if the current Managing Partner relinquishes this
responsibility or wishes to leave, on changes and further development of methods
and forms affecting the work of the Partners at a fundamental level, on changes to
the messages and advertising signals that ensure a consistent identity on the mar-
ket, on price positioning, on matters on the ‘moral borderline’, for example con-
cerning the acceptance of commissions that are incompatible with the moral views
of a Partner.
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At all times it remains within the remit of the Managing Partner to decide
whether s/he will follow the majority view, or take and implement a decision that
differs with it. In such cases s/he shall explain his/her actions to the other Partners
prior to taking such action.



7 Human Resource Management at Roland
Berger Strategy Consultants

Burkhard Schwenker

Roland Berger Strategy Consultants

7.1 Introduction

Roland Berger Strategy Consultants is one of the world's leading strategy consult-
ing companies, and the only one of European origin in the top segment. Our roots
are firmly centered in Europe, with its wealth of languages, cultures, legal systems
and markets. Our corporate culture combines European respect for diversity and
individual cultures with American pragmatism, performing with professionalism
and entrepreneurship. We blend rigorous analysis, competence and creativity, op-
erating globally without losing sight of local particularities.

Roland Berger Strategy Consultants is active in all relevant markets, serving
our clients with nearly 1,630 employees located in 31 offices across Europe, Asia
and the Americas. Mr. Roland Berger founded the company in Munich in 1967,
and served as its Global Managing Partner until he became Chairman of the Su-
pervisory Board in July 2003. It was not long before the young company started
expanding abroad — initially in neighboring Western European markets, but soon
in Latin America as well. The company has been globalizing rapidly since the end
of the 1980s. Roland Berger Strategy Consultants now also operates in Japan,
China and Central and Eastern Europe. In addition, we have established two of-
fices in the US since 1998.

We have grown rapidly and organically right from the outset. Today, our com-
pany has sales of EUR 530 billion (2004), making us number two in the German
consulting market, number 3 in Europe and number five worldwide.

Roland Berger Strategy Consultants' clients include some 30% of the Global
1,000 and more than 40% of Europe's leading companies. We advise around 90%
of Germany's top 50 manufacturing and trading firms, as well as 60% of Ger-
many's leading banks and insurance companies. We maintain close relationships
with our clients and they appreciate our work, as demonstrated by the fact that
78% of them return to us for support with additional projects. The way we see
ourselves is based on our value proposition, expressed in the words, "Creative
strategies that work." The standards we work to are as follows:
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e We believe there are many individual ways and methodologies to achieve
success.

e We deliver not standard advice, but tailored solutions that make a real dif-
ference.

e We support our clients in implementing these solutions, and thus ensure
that they can be applied.

e We believe in local delivery backed up with global knowledge and experi-
ence.

The secret of our success is our ability to cover all the relevant topics with in-
terdisciplinary teams. To do this, we are organized in global Competence Centers
(CCs). Functional CCs develop innovative functional concepts and business ap-
proaches, while industry CCs customize functional topics for industry application
and design concepts for each industry and company. We tailor our work and the
applied methodologies to each individual assignment to fully meet our clients'
needs. For each consulting project, we put together a dedicated interdisciplinary
and, where appropriate, international team of experts with functional and industry-
specific knowledge. This puts us in a position to develop creative strategies and
support their implementation.

Our broad-based service portfolio covers strategic issues such as:

Wrowth strategies, portfolio optimization and value-based management;
post merger integration and corporate restructuring;

marketing and brand management strategies;

strategic alliances and internationalization strategies.

7.2 Basic Principles of Our Human Resources Work

It is our staff who makes the difference. It is their performance, innovative ability
and flexibility that set us apart from the competition and that have put Roland
Berger Strategy Consultants where we are today. In short, we consider our people
to be our capital. Roland Berger Strategy Consultants recruits, develops and re-
tains the most outstanding, analytical and creative minds in a way that enhances
their value to our clients, to themselves and to our firm. We have realized a truly
international working environment, with consultants of 32 nationalities and from a
wide range of educational and professional backgrounds. We are dedicated to a
common working style around the world, based on respect for and openness to-
ward all individuals, both our clients and our employees at all levels. Our non-
hierarchical and entrepreneurial spirit encourages our employees to come up with
outstanding innovative ideas and watch them become reality.

The backbone of our successful human resources work is a clear human re-
sources strategy and its practical implementation by our human resources man-
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agement. Above all, this must be guided by the specifics of human resources work
at a consulting firm, which arise out of the specific nature of "consulting" as a
product. For all a consultancy's methods and tools, and for all its extensively
documented research and recommendations, it does not "produce” things for its
clients, but rather changes things by communicating knowledge. And that change
is brought about solely by the people involved.

This is where human resources work comes in, creating the foundations of
quality in a consulting firm's value chain. Human resources development is vitally
important to the strategy of any consultancy, because it provides the foundation
for success: clients are unlikely to call in consultants if they believe they can find
the same skills in-house. It is this advantage in terms of knowledge and experience
that gives consulting firms their raison d'etre.

However, it is not just the fact that our staff is our only real production factor
that makes human resources development the number one task and challenge in
managing a consulting firm. It is also the need to manage human resources: adjust-
ing skill sets to constantly changing market demands or planning how many con-
sultants are needed at each functional level to handle business and create a bal-
anced seniority pyramid. This often goes hand in hand with rapid corporate
growth, while staff tend to move on more quickly and have higher career expecta-
tions than employees at industrial companies. All this combines to make this work
both complex and exciting.

To be the "employer of choice" for top talent, you need not only an excellent
reputation and a challenging working environment, but also world-class HR work.
At Roland Berger Strategy Consultants, this refers to two aspects: On the one
hand, we have a comprehensive system of mentorship that supports each em-
ployee during his/her entire career with our company. On the other, our HR strat-
egy is implemented by our Human Resources Department, pooling all essential
HR functions (see Figure 7.1.):

e Developing HR strategy and implementing innovative actions;
e university and business school contacts;

e human resources planning and recruiting;

o staffing;

e human resources development;

e training;

e team and company events.
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HR DEPARTMENT

Interns / Summer Associates
HR i
Recruiting *E Junior/senior Recruiting

Marketing
MBA relations

Staffing Payroll
Seminar International
Management Relations
Alumni Events

Fig. 7.1. Structure of HR Management

Our centralized setup ensures that our HR activities are consistent worldwide,
and that our employees find uniform standards regardless of where they may be
employed (even if they transfer within the company under our International Staff
Exchange Program, for example). It also allows us to present a consistent profile
in human resources marketing.

In the following sections, we will look at selected aspects of our human re-
sources policy and human resources management in greater detail. We will follow
the typical "career" of a member of our staff. In other words, I will start when they
are first hired, look at their development opportunities and then cover a number of
specific key aspects.

7.3 Selection and Appointment Process

To a top-quality candidate, the things an employer must offer are a good reputa-
tion, an exciting working environment and good development prospects. You
could say this is the supply-side "limitation" on human resources work: only a
positive image attracts the best talent.

To a consulting company, the aim is to take thousands of applicants and filter
out the right ones, take highly qualified staff and swiftly equip them with the con-
sultant's arsenal of tools, turn brilliant lone warriors into a successful team, and
create the right career path for each individual.

To cover the permanent demand for consultants at source, in terms of both
quantity and quality, companies must begin investing in corporate consulting's
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target groups well before an employee joins the company. This means that we
need to get in touch with top talent early on. Since a high proportion of new hires
are graduates of universities and business schools, we invest in target universities
and chairs through workshops, case studies and grants. Another human resources
marketing tool is our TOPICS event, which attracts considerable attention in the
media: every summer, we invite some 60-80 internationally selected students to
simulate a consulting project for a weekend. This is not about invented or made-up
projects, but about real cases, in which well-known companies commission a pro-
ject on a current issue. The students learn first-hand what everyday consulting
work in direct contact with clients is like.

In addition to such conventional measures, we have also begun to establish
chairs in key business management fields, particularly at the INSEAD business
school in Fontainebleau (Business and Technology chair) and the Technical Uni-
versity of Munich (Internet-based Information Systems chair). By exchanging
content and ideas, we can influence the education of future generations of consult-
ants, and identify and address promising consultants sooner than other companies.

To get an early start in forging ties with future colleagues, internships are the
most efficient way to get to know one another: students can gain practical experi-
ence — typically after their intermediate exams — and learn what it is like to apply
the knowledge they have acquired to real project work. This usually gives them a
very good idea of whether consulting in general and our company in particular
meet their expectations in terms of career development, interests and inclinations,
and whether we offer the working environment they seek. From the company's
point of view, we can get a good idea of whether the interns have what it takes and
whether they will fit into the team.

To really ensure a "return on investment" on internships, however, it is impor-
tant that the company and the colleagues the intern has come to know remain in
contact with the prospective candidate throughout the rest of their studies, until
they complete their final examinations and decide which profession they want to
enter. We do this through our Students’ Club, which the top 10% of interns in each
year are invited to join. We also offer successful interns the opportunity to have
one of our consultants supervise their thesis or doctoral work. Therefore, depend-
ing on the year, as many as two-thirds of our new hires are already familiar with
our company and how we work from their student days, thus shortening the ex-
pensive orientation phase.

In addition to the purely quantitative aspects of securing "new blood", the
wealth of talent also represents a key element of our strategic marketing and re-
cruiting activities. Succeeding with our clients depends not least on our ability to
assemble a team of consultants with an optimum mix of functional know-how, in-
dustry experience and other qualifications (e.g. statistics, legal matters, etc.).
Business management specialists are not the only people that meet the high quality
requirements profile of a consulting company: they also need engineers, IT spe-
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cialists, lawyers and specialists in natural sciences and the humanities. Different
perspectives, ways of thinking and analysis are often the key to success in consult-
ant teams. That is why 49% of our staff hold a degree in business administration
or economics, 40% are engineers and IT specialists, and 11% graduates of other
disciplines (medicine, law, humanities, psychology, etc.).

One question that concerns me in this context is why, in Germany at least, we
don't seem to be able to interest more women in consulting than the meager 15-
20% industry average. Roland Berger Strategy Consultants is trying to do some-
thing about this, through our FORWARD program (For Women: Attracting, Re-
taining, Developing), launched in the fall of 2002. This initiative has two aims:

First, we want more women to apply for positions with us. To achieve this, we
specifically target female university graduates, for example through private infor-
mation events at universities and by offering women interns specially tailored
support.

Second, we want to boost employer loyalty among the women who have joined
us. To this end, we have developed a special option for a coaching relationship be-
tween more experienced and less experienced female employees, and we have in-
troduced new working time schemes for mothers with young children. Further-
more, we organize network meetings at which we work to further develop and
refine FORWARD programs. For example, working groups are examining sug-
gestions for areas in which mothers can work during their parental leave, or what a
suitable career path might look like for female consultants.

This program has received a remarkably positive response, both internally and
externally. We believe that we can use it to decisively boost our attractiveness as
an employer. We are thus doing everything we can to develop and refine
FORWARD. This also includes maintaining and expanding the interfaces between
the working groups and company management.

In addition to the young novices, the old hands — that is, candidates with a
longer track record of employment and extensive industry experience — are be-
coming increasingly important among our new recruits. As | mentioned earlier,
clients expect us to send them experienced consultants; in many cases now, they
expect more senior teams.

All prospective consultants, including those who have already completed an in-
ternship with us, have to pass through a clearly defined two-stage process (see Fi-
gure 7.2.).
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HR MARKETING INITIATIVES
SELECTION PROCESS

isi Written
Advertising Application
v
Topics .
(annual event) Selection
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(Interviews, etc.)
v
Students’ Club Job offer

Fig. 7.2. The Hiring Process

In stage one, our Human Resources Department sifts through the applications
we receive. Around 15% of them are then invited to stage two, one of our recruit-
ing days.

We employ a considerable amount of specially trained resources to ensure that
our recruiting process avoids one key error: hiring a candidate, only to have one of
the parties realize that they made the wrong decision. There are two reasons why
we focus on this: From the company perspective, staff have to stay with us for at
least two years, because we invest substantial resources in training them, and we
can recover this investment only in the form of output (for which clients pay). But
we are also concerned for the welfare of the employee: it takes them at least two
years of consulting work before they have accumulated the know-how they need
to advance their position on the labor market.

The basic skills and abilities we look for in our future consultants are as fol-
lows:

e Basic evidence of above-average academic performance and expertise,

e plus analytical and creative abilities and

e the capacity to present and communicate complex issues in a clear and
structured format.

But consulting is an interactive business, and only consultants who have out-
standing interpersonal skills and are highly intelligent will succeed. First, these at-
tributes determine the mood and quality of work within the team itself. Second, a
consulting project stands or falls with our ability to integrate the client's staff in
analyzing and resolving problems and get them to take responsibility for imple-



114 Burkhard Schwenker

menting our recommendations. We do not need arrogant know-it-alls — we want
consultants who can listen and who are willing to learn from our clients.

Good consultants must be able to get things done, know how to handle resis-
tance and be able to enforce unpleasant decisions. Without these abilities, they
will not be able to meet clients' demands.

We try to identify these skills through interviews and case studies in the course
of our recruiting days. These events are conducted centrally for all positions to be
filled in a given country. This ensures that we do not have differing evaluation
standards and new consultants with varying performance profiles.

7.4 Evaluation Principles

Like any other business, consulting companies strive to keep their best staff and
grow their own managers in-house. However, unlike conventional companies,
consulting firms must assume that not everyone wants to be regarded as a poten-
tial future manager, at least not when they join the company. Many people see
consultancy not as their life's work, but more as a "fast track" that will qualify
them, in three to five years' time, for a subsequent career with another "traditional"
company or for working on their own. We do not consider this to be a negative at-
titude, nor do other consulting firms. In fact, it is a commonly accepted part of the
way we do business. This makes it all the more important for human resources
management to identify the real top candidates from among our staff and encour-
age them to make their career with our company.

This is where human resources development comes in, helping us continuously
monitor each and every employee and keep them informed as to whether and to
what extent their performance is consistent with their status and what clients ex-
pect. Employees who perform well can advance continuously and above all
quickly — after all, that is one of the main reasons why working for a consultancy
is so attractive. Both sides — staff and management — want to see progress on the
career ladder, and as the next level approaches, both consider systematically
whether they will succeed.

Obviously, this principle involves some winnowing. Many of our competitors
use the expression "up or out". We, too, demand continuous high performance,
and reward high performers with career advancement. However, we also believe
that not everyone is equally suited to be, for example, a Project Manager. We be-
lieve that there are also specialists we need on client projects, and whom we thus
encourage to some extent. But even employees who take this path and who are not
affected by the principle of continuous promotion after a certain point in their ca-
reer are subject to continuous evaluation. We very much believe in taking respon-
sibility for developing staff, especially given the fact that a stagnating career
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makes people lose interest, both in the recruiting market and for individual em-
ployees: it puts them in a "gilded cage" in which their age and income level make
them unattractive to industrial companies.

An individual's career at our company is based on a clearly structured system in
which we define individual hierarchy levels in terms of the performance we ex-
pect. We lay down at the outset what consultants can achieve when they expand
their competence, experience and scope of responsibility. For each of these stages,
we define what we expect and what we reward, not only in professional and meth-
odological terms (the so-called "hard skills"), but also in terms of "soft skills". We
also define how long it should take to advance from one stage to the next, and
make it clear to staff.

Our basic system has 4 elements (see Figure 7.3.):

EMPLOYEE : SHAREHOLDER

Partner

Associate

Partner

Project

Manager :

Senior
Consultant
Junior
Consultant/
Consultant

Fig. 7.3. Professional Levels

e New consultants join at the Junior Consultant or Consultant level, de-
pending on previous experience. In their first one or two years, they are
primarily involved in research and analysis work, expanding gradually
until they work independently on smaller project modules.

e The first major development step is when, as a Senior Consultant, a
member staff is allowed to independently manage project modules and is
given management and control responsibilities within their team. This is
also the entry level for staff with professional experience in other indus-
tries.

e The next level up is Project Manager, with full responsibility for project
content and management, and for follow-up acquisition.
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e On joining the firm's management team, first as Associate Partner and
later, if they are successful, as Partner, employees take on responsibility
for acquisitions through long-term client relationships, managing an area
of competence, and product and staff development.

This system of development stages is tightly linked to a performance assess-
ment and evaluation tool. This very important and transparent tool is shaped by
our corporate culture and is used right from day one at all hierarchy levels. Con-
tinuous career development calls for constant monitoring and regular review and
evaluation of how consultants are meeting the various criteria of their require-
ments profile. Since the outcome of this evaluation decides whether and when a
consultant will reach the next level, our system must be capable of generating
valid statements about staff performance, that is, about the quality and efficiency
of their professional work, their commitment and their ability to communicate
with the client and within their own team.

This system is based primarily on the Project Manager individually evaluating
each consultant following project completion, and providing them with construc-
tive feedback. The managers making these evaluations must receive intensive
training in evaluation and communication techniques, so that what are necessarily
subjective appraisals will be understood and accepted. Twice a year, Mentors
summarize these ongoing evaluations and present them to the respective regional
Evaluation Committee, which consist of several members of the local manage-
ment and is supported by members of the Human Resources department. This
Committee makes the final decision on all promotions, bonuses and admission to
special internal programs, which I will come back to later.

At the management level, this "top-down" evaluation is supplemented by its
"bottom-up" counterpart, in which consultants regularly evaluate managers in ac-
cordance with management guidelines. To achieve a full 360-degree view, a "peer
group" evaluation may be used at the management level.

Employees who have achieved outstanding results in our evaluation process are
invited to join our Challenge Club. This club has three aims:

First, it aims to motivate its members. They have all been identified as consti-
tuting our management reserves, and they should actively be made aware of this.
Members generally participate for two years, within which time they can expect to
climb to the shareholder rank. However, it is also possible for a member to be
dismissed for failing to perform adequately — in other words, our performance phi-
losophy also applies here.

Second, the club aims to provide its members with special training above and
beyond our internally established seminar program. We want to permanently boost
their individual know-how. However, while technical expertise is important, pre-
paring members for the management tasks that lie in store for them is also a very
critical factor in their training.
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Third, the members collaborate on internal task forces and help develop issues
that are important for the entire company. In other words, they already take an ac-
tive role in developing the firm whose future they will later be expected to control.

The Challenge Club meets once a year for its main event, which has been held
in previous years in such cities as New York, Shanghai and Moscow. The agenda
includes a mix of seminars, company visits and extensive opportunities for net-
working with our management, who consider the event a great occasion to meet
and chat with our future managers. In addition to this main event, there are also
various smaller meetings aimed at focusing on specific issues and facilitating
more direct contact with other top candidates.

The program enjoys wide recognition as a career-boosting opportunity, and the
participants are highly appreciative. One of the key results from the firm's per-
spective is that we have seen a significant decline in the number of exits — club
members are more loyal because they receive an immediate sense of how much
our firm appreciates their work.

7.5 Project Work

One of the key aspects of human resources work in consulting firms is staffing and
capacity planning. One of the challenges to management here is that this involves
three factors that may be in conflict with each other:

e  Clients must be provided the most suitable team to meet their needs, in
both professional and personal terms.

e [t is in the consultancy's best business interest to have consultants consis-
tently work with the same clients.

e  Consultants want to work on interesting projects, with varying content and
moving from place to place, to help them develop.

We are constantly striving to improve the professionalism of our capacity plan-
ning while taking these factors into account. Three years ago, we introduced a vir-
tual end-to-end IT system that all project coordinators can use to manage their re-
source requirements. This tool integrates three elements:

1. An overview of each consultant's education and experience profile, which
they update and manage themselves to increase demand for their services.

2. A capacity planning module that shows which of the selected consultants is
available and when, and books them for a project at the simple press of a
key.
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3. A controlling tool that allows consultants to enter their working hours di-
rectly, and Project Managers and management to assess productivity, capac-
ity utilization and other factors at any time.

Project Managers can plan their own capacity utilization, or they may delegate
this task to our staffing unit, which is particularly efficient at putting together in-
ternational teams. The system as a whole has achieved a high level of maturity and
reliability, so that our human resources management has been massively strength-
ened in this key area.

7.6 Compensation

Compensation is another key lever in implementing a performance-based culture
at consulting firms (see Figure 7.4).

Other Benefits
Deferred
. (Insurance, Spe-
Pension Fund . )
Compensation cial Payments,
Allowances)
Lease Car E-Equipment
Variable Variable
Base Sala components components Dividends and
thd (Individual (collective T
Performance) performance)

PARTNERS / ASSOCIATE PARTNERS

Fig. 7.4. Components of Compensation

We believe it is not mainly how much people are paid, but also the structure of
their compensation — that is, how it breaks down into fixed and variable compo-
nents and special payments — that gives companies a competitive edge. As far as
our salary levels are concerned, we know from market studies that we are on a
level that sets us significantly apart from much of the competition. Roland Berger
consultants are generally at the upper end of the relevant earnings spectrum in the
respective countries.

Our supplementary compensation components also make us an attractive em-
ployer. We recruit staff at all levels of seniority, and the maximum variable com-
ponent achievable increases as they climb the ladder. The reason for this is easy to
understand: first, it stresses the performance principle, and second, if staff is ap-
pointed to management level, their compensation model consists largely of vari-
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able components. The variable component, in turn, breaks down into a personal
performance-based component and a collective performance-based component,
which is usually based on results at the company or divisional level. Most lower
seniority levels use a variable component based on individual performance, the
variable bonus being linked directly to the individual's performance evaluation,
further emphasizing how important and effective this tool is.

Further up the hierarchy, especially at the Partner level (as Partners are also
shareholders in the company), compensation is based largely on the collective per-
formance-based component, as this encourages Partners to collaborate. In addi-
tion, our Partners benefit from our company's growth through dividend payments
and capital gains.

We also use compensation components that are not paid directly in cash, but
depend on employees achieving a given seniority level, to promote loyalty to the
company. We also have pension plans tailored to meet the requirements of a pro-
fession that does not, and should not, normally continue through to retirement age,
given the stress involved. This makes us partly responsible for staff in the post-
employment phase: we ensure that some of what they earn today is available to
them tomorrow, however far off that may be, so they do not lose out when they re-
tire.

One of the main secondary aspects of an attractive compensation package for
hard-working employees is that they can largely take their pick of company cars
and use high-performance equipment (laptops, mobile phones, PDAs, etc.).

7.7 Continuous Training

We invest heavily in developing our staff, focusing our efforts on two main goals.
First, we aim to share our cumulative knowledge with new staff quickly and/or to
promote knowledge sharing between staff. Second, it is our duty to support staff at
all levels in acquiring the abilities we will expect of them at the next level.

Most continuous development does, of course, take place "on the job", in eve-
ryday project work under the guidance of suitably experienced colleagues, and is
promoted by assigning employees to projects on a variety of subjects, especially at
the start of their careers. Based on analyses of training requirements and years of
experience, we have designed a supplementary internal training program that is
closely connected with our career and evaluation system. Attendance at specific
seminars is a requirement for promotion to the next level, while other seminars are
recommended as a result of individual performance evaluations and are designed
to promote professional and personal development (Figure 7.5.).
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COMPULSORY TRAININGS ASSESSMENT - BASED TRAININGS

Additional internal
seminars
Kickoff
(New entries)
External
seminars
Hard skill RERSONAL
. DEVELOPMENT
seminars Attendance
at conferences
and fairs
Boot camp
(selected
promotions) Language
courses

Fig. 7.5. Qualification Opportunities

To give some details:

e New consultants start with basic training at a two-week introductory seminar
soon after they are hired. This basic training focuses mainly on essential con-
sulting tools for analyzing and interpreting business data and drawing con-
clusions for further action. We complement this largely content-driven ele-
ment with aspects that are rarely taught at universities. These include skills
that are essential for interacting successfully with clients and colleagues,
such as communications skills, workshop techniques, or moderating and
presentation skills.

e Once consultants have built up a certain amount of experience, their devel-
opment requirements shift toward the technical aspects of project manage-
ment: management and control, structuring problems into project modules
and specific "to-dos", and planning the use of time and resources. At this
stage, interpersonal skills become more important. A Project Manager must
be able to precisely identify clients' needs, manage clients and their team,
deal with delicate corporate policy matters and motivate both the client's and
their own staff throughout the life of the project. Taking on management re-
sponsibilities at the project level may turn into a springboard for a manage-
ment role with the company.

e The qualifications required at the management level are multifaceted. On the
one hand, this is due to the specific skill set that makes a successful manager.
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On the other, it is the result of the wide and varied range of tasks associated
with acquiring and managing projects, and leading and managing your own
company. We expect our managers to safeguard our sound financial basis
through marketing and client management, and we expect them to be just as
skilled at managing projects as they are at solving content problems.

As ideal "role models", they should also have the personal and professional
characteristics required to encourage consultants to be loyal to our company, and
to develop and promote them. But we also need to manage our own company, to
develop and pursue strategies and initiate and control processes. Like any other
company, ours demands structure and planning, control and administration.

On average, we expect our staff to spend around 10 full days a year on continu-
ing development from their second year onward. To provide clear guidance for all
employees, we have developed a "qualifications passport" that outlines mandatory
and optional seminars for each functional level. Our internal seminar program of-
fers around 200 individual events each year, led by internal experts and external
specialists in the relevant field, including many university lecturers. In some cases,
our in-house seminars on business management topics are designed and conducted
in cooperation with business schools. The wide range of tasks involved means that
continuing development at the management level needs to be much more individ-
ual and sophisticated, so we often use individual coaching here.

7.8 Additional Programs

MBA/Ph.D. ProSports
programs
_ FORWARD
International (Women's
Staff Exchange Advancement)
Challenge i
g Sabbaticals

Fig. 7.6. Additional Skill and Motivation Enhancement Measures
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7.8.1 MBA and Ph.D. Programs

In addition to our continuing development programs, we offer our consultants two
special programs that allow them to work toward an MBA or a Ph.D. while work-
ing as a consultant. Candidates must have been with us for at least two years and
must obtain their mentor's approval.

Employees selected for these programs are released from work — for one or two
years for the MBA program, depending on which business school they select, and
one year for the Ph.D. program (with an option to extend for 6 months). Partici-
pants either receive a postgraduate scholarship, or are reimbursed for their course
fees and living expenses. These disbursements are made in the form of a loan that
is deemed repaid in full when the employee completes two years of consulting
work following the program.

We assist our program participants wherever possible by offering permanent
contact through our Academic Network program. This organization combines our
ongoing partnerships with a number of international chairs at universities and
business schools. We share practical and academic know-how with college repre-
sentatives (Academic Circle), conduct joint studies and publish books and Ph.D.
dissertations on management theory and corporate management. Our Ph.D. candi-
dates can use this channel as an opening into university research projects.

7.8.2 Working Abroad

For employees who wish to gain longer-term experience working abroad above
and beyond the occasional project assignment, our International Staff Exchange
Program (ISEP) offers them the opportunity to relocate to one of our international
offices for a period of around two years. The initiative for such a move has to
come from the individual consultant: they must apply to an office abroad and suc-
cessfully complete its local selection process.

As a central support function, the ISEP team within our HR Department sup-
ports the entire transfer process, assisting with contracts and visas or organizing
language courses, for example.

Over the past few years, an average of 80 employees have participated in the
transfer program each year. Management regards it as explicitly desirable that
would-be managers gain extensive international experience through the projects
they are involved in or through spending time abroad.
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7.8.3 Other Activities

The broad spectrum of personal development activities we offer is rounded out by
the option to take a sabbatical for personal reasons. The requirement for this is the
mentor's approval. If approved, staff can take up to six months off to spend time
with their family, learn, travel, etc.

Senior Consultants and Project Managers who have been with our company for
at least two years can also switch to working part-time, reducing their working
hours by up to half. They can opt either to work 2.5 days (or more) each week, or
reduce their annual working hours by up to 50%, to take time out after a project,
for example. This option is also an explicit component of our women's develop-
ment program FORWARD, which I mentioned earlier, and is also available for
anyone who wants to devote some time to raising their children.

Last but not least, if a company aims to attract, promote and retain employees,
it needs to nurture an environment in which a positive corporate culture can grow.
Primarily, this means staff developing ties to the company and their colleagues
above and beyond their contractual or working relationships. One explicit aspect
of our human resources work includes a number of activities that promote such
ties. For example, we offer our colleagues the chance to participate in sporting
events at attractive locations (ProSports), or invite them to attend exciting team
events, often including their partners.

7.8.4 Development Is for Support Staff, too

So far, I have concentrated mainly on our consultants, but we also offer attractive
continuing development programs for our support staff. For instance, all profes-
sional support staff (that is, our in-house Editing, Language Service, Research and
Knowledge Management staff) enjoy essentially the same benefits as consultants,
i.e. performance-based bonuses, access to all seminars, sabbaticals, and participa-
tion in the MBA and Ph.D. programs and ISEP.

As with our consultants, we have built up a career model for our support de-
partments, and employees whose personnel committee gives them an above-
average evaluation can take on more responsibility over time. Here, too, increas-
ing seniority comes with an increasing share of variable salary components.

7.9 And When Staff Leave ...

Compared with other businesses, consulting companies have a relatively high
turnover rate. People often have their own agenda, such as prospects of taking on



124 Burkhard Schwenker

management responsibilities in industry. A consultancy's attitude to people leav-
ing is therefore very different from the norm elsewhere.

And so it is with us, too. If someone lets us know that they see their future out-
side of the consulting business, or if our evaluation procedures indicate that they
are not meeting our performance standards, we offer to help them look for a suit-
able position. We do this because, as a consulting company, we have a first-class
network of contacts with our clients' management, and we usually have a very
good idea of what attributes and abilities employees need to succeed with them.
Not only that, but having worked with and trained our staff intensively for several
years, we are in a very good position to assess them, which puts us in an ideal po-
sition to "match" job offers. The benefits here are obvious, to both staff and cli-
ents: clients know that the consultants they have come to know and appreciate
from project work are "high flyers", and our employees can take up the position
that is best suited to their personal and professional abilities.

We see this support as investing in our own future. After all, it is highly likely
that employees who leave us will, in the foreseeable future, be in a position to de-
cide on consulting contracts. And what would then be more obvious than to call
their old employer and ask them to submit a proposal? In other words, each former
employee is also a potential future client!

With this in mind, we also cultivate our Alumni Network as a platform for
former employees to exchange news and views among themselves and to keep in
touch with current employees. Former consultants not only retain their emotional
ties to their old company, but also continue to benefit from the information and
know-how we generate. The network has its own password-protected website, en-
suring that our alumni are always up to date on our company's current products.

7.10 Conclusion

Surveys show that we are perceived as an extremely attractive employer. This
pleases us, of course, but it also obligates us. We must constantly develop our hu-
man resources work in such a way that we can continue to offer our employees the
outstanding opportunities that will keep them excited about our firm.

Our human resources work has not stood still in recent years, and it is not going
to do so any time soon. Similar to a client project, we continuously monitor cur-
rent benchmarks for outstanding, motivating human resources development activi-
ties. We take the elements we consider to be reasonable and relevant — both for the
satisfaction and growth of individual employees and for the firm's objectives — and
develop internal concepts for implementing those elements in harmony with our
particular environment. We regard this form of innovative and active human re-
sources work as our duty.
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8.1 The BDSU: Students Consult Companies

The German Confederation of Junior Enterprises (Bundesverband Deutscher
Studentischer Unternehmensberatungen — BDSU) is an incorporation of Junior
Enterprises. These are autonomous operating organizations from all over Germany
which are working in the consultative sector.

The idea of Junior Enterprises was established in France during the 1960s. Its
main purpose was to connect theory with practice. This gave and still gives highly
motivated students the opportunity to use their theoretical knowledge by indepen-
dently carrying out consulting projects and thus gaining professional experience.
Since the concept was successfully established in Germany in the mid 1980s, an
increasing number of newly founded Junior Enterprises was recorded. In 1992 the
BDSU was formed as the German Confederation of Junior Enterprises to encou-
rage the continuous cooperation and the knowledge transfer of the different acade-
mic initiatives. The BDSU already includes 29 German Junior Enterprises with
approximately 1,600 students today.

The initial idea and long-term tasks of the BDSU have been summarized into
the following mission:

The BDSU as the incorporation of the leading German Junior Enterprises
creates surplus value by

e Guaranteeing continuous transposition of knowledge and experience as a
platform,

e demanding, encouraging and securing quality,

e supporting the interaction between students and the economy as well as

e arranging and developing actively the idea of “students consult
companies”.

The vision includes business objectives and guidelines and thus presents the
course of the BDSU's strategic and operative planning:
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e The BDSU thrives to become Germany’s most recognized academic
initiative.

e The membership in the BDSU stands for high graded, professional and
innovative consulting performance.

e The established seal of quality of the BDSU serves for its members as a
profitable reference.

e The BDSU guarantees a structured and organized transposition of know-
ledge and experience.

e The BDSU is a working network, which is marked by each individual
student of the member initiatives.

In order to achieve the ambitious goals and guidelines, the BDSU needs high
commitment, creativity and strategic thinking of the Junior Enterprises, their
associates and Executive Boards. The Board of the BDSU consists of six students
who honorarily take over responsibility of the confederation for one year. Every
Board member undertakes and supervises independently one specific working
scope during his tenure. There is also an advisory committee which supports the
Executive Board in a controlling and advising way.

In addition the BDSU disposes of a widespread network, which consists of the
following components:

1. JADE (Junior Association for Development in Europe)

At the moment, the JADE? represents confederations of seven European
countries and four Consultative Members. Altogether the network is composed
of more than 250 Junior Enterprises with over 20,000 students. A close co-
operation with Brazilian Junior Enterprises makes the JADE the world’s
second largest academic network. With the objective of developing an inter-
national strategy, it provides the BDSU the opportunity to operate on a global
basis.

2. Kolner Runde

The so called 'Koélner Runde’ is an incorporation of the six most recognized
academic initiatives of Germany.? The national Board members are meeting up
regularly to work out possible collaborations on a national level and to
organize collective events such as symposiums.

3. Cooperations with existing companies

The BDSU has a close partnership to a range of well-known companies, which
assist the confederation as curators and sponsors. The following companies are
currently part of the curatorship: AXA, Cap Gemini Ernst & Young, Micro-
soft, MLP, PalmOne, Volkswagen Consulting as well as ZF Friedrichshafen.

2For further information see also www.jadenet.org
3The “Kolner Runde” includes MARKET TEAM, MTP, AIESEC, bonding, ELSA and
the BDSU.
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These companies support the BDSU both in a financial and idealistic way in
terms of workshops, trainings, events and external consulting projects.

Through regular events like for example the BDSU-Meetings with working
groups and workshops or even nationwide projects, each associate gets the
possibility to exchange knowledge and socialize with interesting people.

The idea of Junior Enterprises prospers from the readiness and capability of the
BDSU Board as well as every single academic initiative. Customer satisfaction is
the most important factor in the everyday live of a consultant, which demands a
high degree of professionalism and awareness of quality. Therefore the BDSU
Board defined a common quality control requirement, whose compliance is
controlled annually. Consequently, the BDSU as a seal of quality is taken into
account.

In comparison to common Management Consultancies, the academic initiatives
see the fundamental key of success in the knowledge of their associates. Basically
every student irrespective of the branch of study gets the possibility to work in a
Junior Enterprise. Premises are team spirit, a high commitment and the fact of
having pleasure in transforming theoretical knowledge into practical experience.
The Junior Enterprise thus lives on its associates, who bring contemporary and
interdisciplinary knowledge from the universities to the Enterprise. This know-
ledge ranges from business and computer science to psychology, law and natural
sciences. Especially the mixture of knowledge and willingness among the asso-
ciates represents an indispensable competitive advantage and enable the academic
initiative to provide a broad field of consulting service. The offer contains custom-
made solutions essentially in the sectors Management Consulting like for example
Quality Management, Optimization of Processes and Market Researches as well
as IT-Consulting and Training. The customers of the Junior Enterprises are as
diverse as the operating areas: They vary from sole proprietorship to well-known
large-scale enterprises out of each branch.

Every Junior Enterprise is an independent and autonomous construct with
partly very dissimilar forms of organizations although the BDSU as a confedera-
tion provides certain standards and requisitions. For this reason it is not astoni-
shing that there exist different concepts and approaches in human resource ma-
nagement in a Junior Enterprise.

8.2 Students Deal with Personnel Matters

In the following the possibilities of a Junior Enterprise in the segment of their
internal human resource management will be displayed:
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Junior Enterprises are organized in non-profit associations, which means that
they are basically open to any student who is interested and committed.
Nevertheless, a human resource planning is indispensable for an effective analysis
of the labor-pool. To realize short-term, medium-term and long-term goals Junior
Enterprises have to revert to a top-quality staff pool. Its composition relates to the
requirements of the market as well as to the maintenance and the advancement of
the association. Evidently, human resource planning is a central requirement, in
order to carry out a selective human resource management.

8.2.1 Staff Marketing

Both, the fields of activities of the Junior Enterprises and the development
potentialities of every associate, are visualized at informational events at
participating universities, which take place continuously. The publicity of Junior
Enterprises and the interest in cooperation is also brought forward through
attendances at lectures. Interested students furthermore receive the crucial
information through flyers, annual reports and individual field reports, which are
meant to inspire them to work for a Junior Enterprise. Posters and reports in daily-
and student papers also are viewed as effective advertising material. The most
successful procedure to acquire new staff still lies in the word-of-mouth
recommendation. Nothing furthers an efficient acquisition of new staff like the
demonstration of individual career options through a person in charge.

8.2.2 Selection of Personnel

Even though the Junior Enterprises are open to every student, the economic
orientation and the awareness of quality, which is an outcome of the mentioned
orientation, make a well directed selection of new staff indispensable. To gain
membership in a Junior Enterprise, every student has to pass through a regulated
procedure of admission, which consists of three stages:

Visitor Aspirant Member

Fig. 8.1. Three Stages to Become a Member

After the first contact with the Junior Enterprise, the interested student is
classified as a visitor and registered in the staff database. The visitor is also
admitted to the mailing list, through which he constantly receives information
about internal developments of the association and current projects. Once the
visitor shows serious interest and commitment as well as a desire to be integrated
into the association for a period of time, he is asked to file an application for
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membership. From that moment on the visitor turns officially into an aspirant.
This stage is similar to a qualifying period and can last up to a year. Every aspirant
has to fulfill a set program, which consists of various aspects: The aspirants have
to prove their ability of working independently and their sense of responsibility.
Further on, they should participate in obligatory trainings and carry out at least
one internal project.

At the end of the qualifying period there is an interview between the Executive
Board of the Junior Enterprise and the aspirant. Here, he can point out his personal
preferences and goals. Both sides get the opportunity to voice possible criticism.
Afterwards the aspirant gets the opportunity to present himself and his previous
activities during a meeting in front of all members. The aspirant should receive
feedback from the members within a two week period. Finally, the Board decides
on the admission.

Associates get information about every project at the regular meetings and via
e-mail. Thus each interested person has the chance to apply. The Board, then, will
screen application on the basis of the following criteria:

Experiences gained in previous project work,
professional knowledge,

performance at the customer,

team spirit,

prior commitment,

e status of the applicant (members are first choice).

In order to secure a continuous knowledge transfer, the Board pays particular
attention to a well-balanced mixture between experienced consultants and interes-
ted and motivated aspirants when determining the project team members. That
way, new associates without deep professional knowledge will still participate in
projects. Nevertheless, the compliance of internal quality standards has highest
priority. Every candidate who would like to become Project Manager needs to be a
member of the Junior Enterprise and has to dispose of appropriate practical expe-
rience and soft skills.

At the kick-off-meeting, important issues like general documentation, work-
flow-based project controlling processes, as well as the contractual and legal con-
ditions are discussed. Along with team members, the Quality Manager and
Executive Board for Finances participate in this meeting. During the whole pro-
ject, relevant field reports of previous projects are at the team members’ disposal.
Furthermore, the team is in close contact with experienced, seniors as well as the
Board and the Quality Manager.
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8.2.3 Staff Commitment

The Junior Enterprise offers a range of different events in order to strengthen its
bonds with the contributor and to increase team spirit. Since every contributor
may leave the Junior Enterprise at any time, events like these are of great
importance.

These events are varied nature: First of all there is the ‘Strategic Weekend’, at
which all associates come together to define the strategic direction of the parti-
cular financial year. These meetings ensure that associates are actively integrated
into the conceptual development process. Solidarity between contributors of the
Junior Enterprise is furthered through collective activities at the so called ‘Social
Weekend’. In addition to this there are weekly meetings to inform everybody
about latest developments.

Furthermore, regular staff dialogues play an important role in committing the
staff to the Junior Enterprise. The long-term commitment of associates is intensi-
fied through the continuous recapitulation of developing perspectives as well as
constructive criticism.

8.2.4 Staff Development

The Junior Enterprise organizes a great number of training sessions in the course
of every semester. The training program is prepared half a year in advance. Excep-
tional about it is to be emphasized that most of the tutors are active members of
the Junior Enterprise. Every training session is evaluated by means of a web-based
evaluation sheet to guarantee a Continuous Improvement Process (CIP).

Staff dialogues are another method of developing personnel and can fulfill va-
rious functions. Thanks to this classical management tool particular problems and
suggestions for improvement as well as target agreements can be verbalized and
reviewed.

A Junior Enterprise concentrates mainly on external and internal projects. For
the advancement of cooperative and autonomous learning they are used systema-
tically. Internal projects are a special feature of Junior Enterprises, which focus on
the development of staff and also on internal organization. Documentation is
handled as in external projects. It helps to familiarize associates with the general
conditions of consulting projects and to prepare them for assignments in external
projects.

An additional chance for individual development lies in the possibility of taking
over a position in the Executive Board or the direction of a department. This work
prepares students to assume responsibility and to make decisions in work life.
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8.2.5 Leaving the Junior Enterprise

The past has shown that access to job life is easier for students with experiences in
practice. It usually leads either to self-employment or an employment in a
renowned company. Consequently, it is very important for Junior Enterprises to
keep in contact with their former associates — the so called ‘Alumni’. Maintenance
of Alumni relations has a social as well as an economic component: In many
cases, close contact has lead to consulting projects and internships. Herewith an
interior solidarity is maintained beyond the association membership.

8.3 Students Develop Concepts

After a global overview of the internal human resource management a detailed
insight into the various conceptual works of Junior Enterprises is delivered.
Especially the selection of personnel, staff bonding, advanced training and
different alumni appendages attract interest.

8.3.1 Selection of Personnel

As a result of the high expenditure of human labor, students who are less engaged
leave the Junior Enterprise of their own accord. Self-selection is therefore an
appropriate instrument of selecting personnel. Nevertheless Junior Enterprises are
endeavored to reduce the costs of vocational adjustment and further education by
using pre-selective measures.

The consultants of Junior Beratung Bayreuth (JBB) (www.jbb-ev.de) present
themselves at relevant university lectures. Approximately a hundred visitors attend
the bi-annual road show. In the framework of this meeting JBB tries to give a
realistic description of their daily tasks to avoid deficient expectations on the part
of the visitors.

On a regular basis, Recruiting Workshops simulate real projects. They provide
potential junior staff with the opportunity to gain insights in a consultant’s every-
day life. Furthermore, such workshops speed up the integration of future members
into the association and common work. Since participation takes time and organi-
zational input, it demands high operational readiness right at the beginning: Self-
selection happens in the process of dedication. As a result, the workshop has a
good chance to win long-termed devoted and motivated members for the associ-
ation.

The following dimensions serve as a basis for the decision process and further
planning. Here, the attention is put less on professional than on multidisciplinary
skills:
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Capacity for teamwork,

time management,

task arrangement,

analytic and process orientated thinking,
concentrated working under time pressure,
structured proceeding,

working and analyzing information efficiently,
creativity at detecting solutions,

e presentation techniques and rhetorical skills.

Before the actual project simulation, a presentation technique training
(PowerPoint”™ application included) as well as an informal lunch with as many
JBB members as possible takes place. The case and a classification of all partici-
pants depending on determined characteristics (i.e. number of semesters) will be
presented. All fresh aspirants are confronted with the following standard problem:
A huge Swedish furniture manufacturer plans to expand to New Zealand. In the
context of a market analysis the participants shall advice the client and estimate
risks and chances. They receive information material as well as analysis tools for
working out the results. These outcomes should afterwards be presented to the
board of the manufacturer, which consists of three-four members of JBB.

In approximately four hours the individual teams have to generate a proposal
all by themselves. Their only support is a limited access to the internal database.
During this process time the President and the Head of Human Resources offer
their help in resolving problems and questions once. Sixty minutes later, usually
towards nine pm, the cooperating customer signals its acceptance of the project
via a telephone call. He makes it known that he expects results within four days.
One of the next team meetings is observed by a member of JBB who takes notes
according to the before defined dimensions. His mere presence poses a stress-
factor. Two days later the project manager is informed, again via telephone, that
the final presentation has to be brought forward one day. In addition, during this
presentation the teams have to face challenging tasks: The lecture is shortened
from 20 to 10 minutes, the results have to be presented spontaneously in a foreign
language and tricky problems are brought to the teams’ attention. The process is
rounded off through a group and personal feedback.

Striving for quality, the consultants of JBB try to concretize the dimensions in
terms of behavioral anchored scales and to form a consistent feedback standard.
Whoever has gone through this demanding selection process is usually
characterized by enduring commitment and a high grade of working moral.
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8.3.2 Staff Commitment Program

Finding, retaining and motivating qualified and committed students is one of the
most crucial tasks of human resource management in a Junior Enterprise. Besides
various positive aspects like practical experiences, trainings and contacts to other
students as well as companies, a membership implies in particular the observance
of responsibilities, an infinity to the spirit of the association and the contribution
of personal ideas.

The Junior Enterprise Company Consulting Team (CCT) located in Berlin

(www.cct-ev.de) is distinguished through an all-embracing staff bonding program.
The association structure is as follows:

Executive Board

Project Managers

Branch Head of Head of Head of Head of Team
Manager . Department Department Depart- Department Manager
Founding International Human Quality Marketing Team
Advisory and Contacts Resources management IT Juniter

Fig. 8.2. Organizational Structure of the Association (Company Consulting Team)

In consequence of the association structure of CCT, visitors apply directly for a
job posting at the respective department. In such a way, the major domains within
the association as well as the specific task allocation are established. To facilitate
co-operation and orientation, every new department visitor is assigned a ‘buddy’.
This buddy introduces new recruits into the association, encourages them to
participate in meetings and provides kind support.

In discussions concerning agreements on objectives with the Head of
Department, high and specific aims are fixed for the next three months. These
allude to declared goals of the Balanced Scorecard as well as to individual
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requirements and the wishes of personal development of the contributor. Struc-
tured feedbacks are given in regular intervals to guarantee acknowledgement and
to build up an open feedback culture.

CCT attaches special importance to a unique conversational standard. This is
demonstrated both by a way of soft skills (e.g. techniques of moderation,
presentation and work) and the consequent implementation in sessions and the
assignment of coaches. Their task consists in auditing and if necessary correcting
the way of communicating and moderating the team meetings.

When being a visitor and during the time of probation students have the
possibility to collect external project experience. The project manager assures that
the filling of projects takes place on the basis of professional qualifications and
criteria of equity. This is warranted by taking into consideration the candidates’
profiles, number of project applications of each single contributor and the rule,
that — if achievable — visitors, aspirants and members should be equally
represented in every project.

The associate is ceremonially appointed as member after the successful conclu-
sion of his time of probation. As a means of giving him credit for his previous
activities, the member receives presents and business cards. The ‘employee of the
month’-concept provides the opportunity to emphasize special commitment. Cur-
rent candidates are nominated by the Head of Department or individual associ-
ates. The final decision is made through the casting of votes. The ‘employee of the
month’-election heads to underline that the successful operation is not taken for
granted, but is appreciated as an ever new achievement. An additional tool to pay
attention to each individual associate is a birthday mailing list with reminder for
the Executive Board and the Heads of Department.

CCT arranges ‘Workends’ and ‘Workdays’ on an association as well as a
department level to enlist the associates more to the operative daily work and the
strategic decisions. In the context of these encounters the contributors are working
conceptionally on the internal and external embodiment of the Junior Enterprise
and develop new consulting approaches and fields. Associates moreover have the
possibility to express their opinion anonymously through quarterly interviews and
Board evaluations. Via this venue valuable change processes are implemented.
The fact that the Executive Board gathers return information four times a year
underlines the feedback culture mentioned above. It relates to the core-idea of the
Junior Enterprise: The association is formed by everyone.

Weekly meetings not only assure the concurrence of all contributors but also
review current issues and announce projects. The fact that external projects are
exclusively presented during the meetings is a major incentive to attend the
appointment.
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To integrate new associates and to intensify the corporate feeling, pub outings
following meetings and other ‘Outside-Office-Events’ are offered. These range
from theatre, movie-theatre or concert visits to sportive events like bowling or
climbing. Relaxed socialization is encouraged through

o Festivities (Christmas- and Summer-Parties, Alumni Days),

o the annual Social Weekend (Organized in common with the Austrian Junior
Enterprise Uniforce),

e corporate trips to the BDSU or JADE meetings (A financial allowance is
offered to the participants).

The two last-mentioned activities support a fortification of the European spirit
and international exchange.

Since the financial resources of Junior Enterprises are rare, motivation is
provided exclusively through intrinsic means.

8.3.3 Concept of Training

In the sector of human resource development the training concept of ‘Campus
Consult’ from Paderborn (www.campus-consult.de) is introduced. From April
2003 to March 2004, 42 internal courses with various focal points were arranged.
A total of 553 participants attended the training sessions, held by 23 different
tutors.

A special department is responsible for the organization of further education.
The head of the training department* together with the Board of human resources
and the company management conduct a detailed demand analysis. Hereupon a
training program is scheduled for the upcoming six months. This very plan is
continuously updated and adapted. Further on, the head of the training department
takes care of location and media acquisitions, surrounding the event. The
particular tutor is in charge of the content of the training session. The head of
department stays in close contact with the tutors to ensure that original
requirements are met. New tutors actively participate in the composition and
devolution of training session.

The upcoming training sessions are published on the homepage at a regular
basis. Their posting provides access to all data concerning specifics of training, the
tutor, date, time, preferable premises. Thus everybody has the opportunity to get
informed about the actual courses. Enrollment into training is facilitated through a
protected area of the homepage. It is the task of the head of department to check

4The association Campus Consult is divided into 3 positions within the Executive Board
and 5 Heads of Departments. There also is a corporation (Ltd.) with 2 managers along-
side.
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the contingent as well as the suppositions of each registered person. He has the
authority to accept or deny applicants. Thereupon an automatic e-mail is sent to
the participant.

Because of the considerable increase of new associates, it has been deemed
necessary to offer basic courses every half a year. By way of this a continuous
social and professional integration of new contributors is guaranteed. Basic
courses are classified and listed as follows:

Step IV
Balanced Scorecard

) Step\ 111
Lotus® Notes ® Applications

Step II
Finance & Law, Project Management, Presentation Skills

Step 1
Internal Processes of Campus Consult and BDSU

Fig. 8.3. Construction of Basic Courses (Campus Consult)

The training sessions of step I are meant to give visitors a first orientation. They
are familiarized with the composition and devolution of the Junior Enterprise. This
particular training is lectured by the Board of human resources. In step II young
consultants learn important tools for a consultant’s everyday life. The training
sessions on this level take on a workshop character, which furthers the
internalization process of newly gained qualifications. Step III helps trainees to
use the office software. The internal data flow consists mainly of address
administration, project management and e-mail communication, supported by
Lotus® Notes® databases. Team Rooms are provided especially for project work.
In step 1V, finally, associates get to know the Balanced Scorecard, since the
strategic assignation of the Junior Enterprise results from and the operative work
is build up on it.

Every associate is given the opportunity to broaden his knowledge syste-
matically after passing the basic courses. Specific courses on different subjects are
offered every semester. They are divided into the following categories: IT, IT-
application, management as well as soft skills. Based on the demand analysis the
training session in these sectors are established. In order to prepare contributors
for future projects, training sessions are generated from the current costumer de-
mand. Training on Basel II may serve as an example. Often trainings arise from
actual project work. Therefore, the annual report team is skilled in accordant
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application programs for layout and design. New courses often arise out of
personal preferences and initiatives. A Junior Enterprise thrives thanks to the
concurrence of students from different areas of expertise. Thus, generated
knowledge can be passed on to associates foreign to the subject. Consequently
everyone has the prospect of broadening his own horizon. The outcome is an
interesting mixture of courses like leadership workshops, computer network
training and internet security or even an introduction to service marketing.

Some topics are transmitted in a series of courses which build upon each other
and take into account various fields of preparation. In the course of training
sessions for Lotus® Notes® databases, i.e., basics are taught first, followed by an
introduction to the autonomous development of databases.. Given that the tutor
has worked himself a variety of projects, his knowledge and experience will be
passed on. As soon as participants have gathered practical experiences they
themselves are enabled to assist the next generation as tutor. Because of this cycle
high class training sessions will also be offered in the future.

Quality control is maintained through course evaluation, for which a secured
area of the homepage set up is reserved. Participation is anonymous and will be
interpreted automatically.

Specific work groups allow associates to deepen their knowledge in different
domains. These groups meet on a regular basis. They function as multiplying
systems, in so far as single team members will be asked to prepare future group
meetings. The resulting concepts will afterwards be discussed by the whole group.
The goal of these study circles is to achieve deep knowledge in a particular branch
as well as — if possible — collective preparation towards external certificates. The
Microsoft Office Specialist Team, for example, is working to receive the
correspondent certificate. There are also Competence Teams who are engaged in
issues like Cost-Performance Calculation, Human Resource Management,
Knowledge management and the so called Linuxcafé.

8.3.4 Concept for Alumni

The time a conductor works actively for the association varies normally from three
to five years. Afterwards he has the option to support the Junior Enterprise in
order to assure the consecutive knowledge exchange. In the following, possible
ways of Alumni engagement are described:

With the allocation of projects, internships and job offers, the Alumnus shows
confidence in his former association. Moreover the Alumni might provide training
opportunities in interesting subjects. The Junior Enterprise ‘Junior Business Team
e.V.” from Stuttgart (www.jbt-ev.de) can be seen as pioneer in this respect. The
team invites its Alumni twice a year to “Working Weekends’. As part of these
events the Alumni organize workshops in which knowledge can be transferred to
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associates. In addition, every conductor gets a chance to talk about the Junior
Enterprise and potential job perspectives in a relaxed atmosphere.

Especially such informal conversations enable the Alumni to take part in the
active work of the association. An Alumnus of the Junior Enterprise ‘Junior
Comtec’ from Darmstadt (www.junior-comtec.de), for example, offers a sailing
tour for associates every year. Furthermore the Alumni take part in ‘Strategic
Weekends’ to work actively on the association’s strategic direction. Besides that, a
newsletter informs the Alumni continuously about actual developments. They also
have access to a special Alumni-Intranet, where they can find out about current
activities, internal matters as well as other Alumni. The Junior Enterprise Campus
Consult encourages the support of their Alumni through cooperation in their
Advisory Board. In the specific case of the Company Consulting Team an
Alumnus provides the association with plenty of advertising resources at different
German train stations.

Since much is to be gained from Alumni feedback, it is evidently important to
invest as much time and power as possible into the perpetuation of contacts.
Interchange creates synergy effects and proofs useful for both sides.

8.4 Conclusion

Given that Junior Enterprises are exclusively organized and sustained by students,
they cannot revert to a constant team. For this very reason, a higher fluctuation is
quite normal and the considerable burden for students who are engaged in
intensive studies need to be recognized as a source of possible problems. This
challenge requires a systematic and creative approach to the creation respectively
conversion of concepts. The existence of Junior Enterprises since the 1960s shows
that the chosen way leads to success.
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Summary

Efficient employer branding requires innovative methods of personnel market re-
search to control and target the employer attractiveness of consultancies. Prefer-
ence matching can be used to determine the specifications potential applicants
have for attractive employers and to define the selection and decision-making
process of applicants as realistically as possible. The information gained from this
matching process is then turned into precise recommendations for the successful
employer branding of consultancies and other companies.

9.1 Objectives and Prerequisites for Successful Employer
Branding

Employer branding is the marketing-oriented positioning of the employer as a
brand, the exact determination of the relevant target group and the correspond-
ingly tuned mix of measures to be taken. Where this target group is potential ap-
plicants, employer branding for the company has the task of making the company
as attractive as possible to applicants. One result of this process is an increase in
attractiveness as an employer.

For this purpose, employer branding has to close an information gap. By devel-
oping an image as an employer, top consultancies in particular tend to attract cer-
tain applicants without influencing whether these are the applicants the company
actually wants to address. The fundamental question concerning employer brand-
ing for this industry is therefore: How should staff managers present their consul-
tancy as an employer brand to animate - as far as possible - only those applicants
who suit the company and its culture to submit their applications? Efficient em-
ployer branding must answer this question, as it is ultimately not just a matter of
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increasing the attractiveness of consultancies but to make sure that the right appli-
cants apply to the right consultancies. Only thus can a win-win situation be estab-
lished.

9.2 Controlling Information through Preference Matching

For the personnel marketing departments of consulting companies, the question at
this point is what exactly brochures, flyers, trade fairs, internet, job interviews and
advertisements should communicate in order to be as attractive as possible in the
race for the best graduates. Such information is generally gained via personnel
market research and the use of questionnaires. In these questionnaires graduates
are asked directly about their preferences for certain company features such as im-
age, salary, responsibility or location of the company. In addition, graduates are
asked about the attractiveness of the company. Beside the fact that experience
from market research has shown that direct questioning does not necessarily fulfill
the criterion of validity, this method is also not realistic as it does not portray the
decision-making process of potential applicants in their selection of attractive con-
sultancies. This usually takes the form of a classic trade-off situation. This means
that in their selection of an employer applicants must weigh up the advantages and
disadvantages of the various consulting firms. For example, someone who wants
to earn a high salary will usually also accepts a higher workload and be flexible
about the field they are assigned to work in.

To gain as realistic a picture as possible of the decision-making behavior of
graduates and thereby gain valid recommendations for employer branding, a
method from consumer market research has been transferred to human resources:
choice modeling (Thaden 2001) (see Figure 9.1.). In this method, the graduate be-
ing questioned has to rate fictive but realistic company profiles of consultancies
according to their attractiveness. They are therefore forced to choose between the
different companies presented.

The attractiveness of the rated companies is the sum of the quality of the fol-
lowing features:

Team,

company image,

starting position in the company,

management style,

activity,

working conditions,

focus of the company / degree of internationalization,
location,

salary and social security contributions.
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Rank 1: company F . limit card = Who is attractive?

- location

- leadership

. company D

Rank 2: PRy - occupation

- initial salary
Rank 3: company E - image of the company

r

Rank 4: company A
Rank 5: pompany; X i Ranking the limit card

divides the companies into
those being attractive and
Rank n: company N those being unattractive
from the proband's point of view.

Probands rank companies by considering their profiles shown on the cards.
This approach forces the probands to make a  trade-off"-decision
concerning the different characteristics of each company.

Fig. 9.1. Preference Matching Based on Consumer Behavior Theory

As Figure 9.1. shows, the people questioned, the subjects, are forced by this
method — as in reality — to assess the company as a whole according to their per-
sonal preferences. This makes it unnecessary to evaluate the attractiveness of indi-
vidual company features but rather the attractiveness of a consultancy or the com-
petitor company as a whole. If all profiles are rated, i.e. the preferences placed in
order of importance, this still does not mean that the companies and consultancies
assessed by the subjects are attractive enough for them to actually submit an ap-
plication. This information is gained from an additional statement, in which the
applicants have to say which of the profiled companies they would consider apply-
ing to. These could be all or none of the consultancies and companies presented.

By this method, one can assess what the ideal consulting firm should look like
from the point of view of the subjects, which leads on to the question of which
company fits the specification profile of the applicants. To find an answer, the
subjects' specification profiles are matched with the previously compiled company
profiles of potential employers using the tool TORP. The results allows companies
to check how they are perceived on the applicant market and also enables them to
search for a particular type of applicant and design their brand accordingly.
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9.3 A Case Study

Preference matching is based on the comparison of specification profiles of poten-
tial applicants (such as students or graduates) and the company profiles of poten-
tial employers. In the following case study, these profiles were obtained in coop-
eration with the career network e-fellows.net and its partner companies
(McKinsey, KPMG, Deloitte & Touche, Siemens, Allianz, Bosch and Roche). The
psychographic characteristics of the 1,880 individuals questioned and the specifi-
cation profile and soft skills were obtained on an individual basis. It was not nec-
essary to collect information on the hard skills of the test group as this data had al-
ready been obtained by e-fellows.net.

For all participating consultancies and companies, the results for their submit-
ted profiles were obtained using the matching software TORP. Further, every
company was given the opportunity to find out the effects of particular scenarios.
This means that it was possible to simulate, for example, a potential applicant's re-
action to a variation in salary, a change in location or to being put onto a trainee
program rather than entering the company directly.
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Fig. 9.2. Drivers of Employer Attractiveness as Rated by Students of Industrial Engineering
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For a certain profile of one of the participating consultancies, for example, the
result given by preference matching with TORP was an attractiveness of 82%
among industrial engineering graduates who were scholarship holders of e-
fellows.net. This means that 82% of the questioned graduates in this subject found
the profile of the consultancy so attractive that they would apply. A TORP simula-
tion revealed that the attractiveness of this consultancy would increase to 87% for
this target group if the gross annual salary were increased to 5,000 €. To derive
branding measures from these results, the drivers of employer attractiveness are
then analyzed. These are determined individually for each company profile. In this
process, the influence of each company profile feature on the decision to apply is
determined. The relative influential weighting reveals how strong the influence of
the attractiveness driver is on employer attractiveness. Figure 9.2. shows that in
this study, salary influences the perceived employer attractiveness by 20.3%. This,
however, is not to be seen as a valuation of this feature but as a quantification of
its influence. Using the matching software TORP, such information can be gained
for each company profile. Further, each company receives a psychographic de-
scription of the potential applicants questioned. In combination with the soft and
hard skills of the potential applicants the question of whether I, as a company, ad-
dress the target group I wish to address with my branding measures is answered.

In summary, for the purpose of controlling employer branding for companies
and consultancies by means of TORP preference matching, the following ques-
tions can be answered:

e What percentage of the subjects questioned currently finds my company at-
tractive and would also apply to work here?

e How high is the maximum recruiting potential for my company?

o For what reason are potential applicants interested in my company?

e Which factors should I work on to make more applicants interested in my
company?

e How should I set up my employer brand using branding measures to address
the right applicants?

e Which positive contributions do which employer branding methods entail?

e Which target group should I address and which communication should be
communicated?

9.4 Conclusion

Efficient employer branding requires innovative methods of personnel market re-
search to control and target the employer attractiveness of consultancies. Prefer-
ence matching can be used to determine the specifications potential applicants
have for attractive employers and to define the selection and decision-making
process of applicants as realistically as possible. The information gained from this
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matching process is then turned into precise and therefore efficient recommenda-
tions for the successful employer branding of companies.
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Accenture - Austria, Switzerland and Germany (ASG)

10.1 About Accenture

Accenture is a global management consulting, technology services and outsourc-
ing company. Committed to delivering innovation, Accenture collaborates with its
clients to help them become high-performance businesses and governments. With
deep industry and business process expertise, broad global resources and a proven
track record, Accenture can mobilize the right people, skills, and technologies to
help clients improve their performance. With more than 83,000 people in 47 coun-
tries, the company generated net revenues of US$11.8 billion for the fiscal year
ended August 31, 2003.

10.1.1 Accenture History

Continuous innovation and rapid transformation have been themes throughout Ac-
centure’s history. Established in 1989 primarily as a technology consultant and
systems integrator, Accenture soon began offering a new breed of business inte-
gration solutions to clients —solutions that aligned organizations’ technologies,
processes and people with their strategies.

Throughout its history, Accenture has expanded its offerings and capitalized on
evolving management trends and technologies to benefit its clients. The company
- under the name Accenture since January 2001 - pioneered systems integration
and business integration; led the deployment of enterprise resource planning, cus-
tomer relationship management and electronic services; and has established itself
as a leader in today’s global marketplace.

Joe W. Forehand, a partner with 30 years of experience, was named managing
partner and CEO in November 1999 and chairman of Accenture’s board of direc-
tors in February 2001. Under Forehand’s leadership, Accenture became a public
company in July 2001 when it listed on the New York Stock Exchange.

Today Accenture is one of the world’s leading management consulting and
technology services companies, working with 4,000 clients on nearly 18,000 en-
gagements over the past five years. Of the Fortune Global 100, Accenture serves
92.
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10.1.2 Accenture’s Business

Every day, Accenture's professionals work with many of the worlds biggest, best
and most innovative organizations, helping them identify and capitalize on busi-
ness and technology opportunities. Accenture‘s different areas of business are:

Consulting

Companies are looking for more than "advice", they need total solutions. That's
why Accenture has developed a comprehensive approach to consulting that moves
clients forward at every level of their business, from high-level strategic planning
to improved customer service, to day-to-day operations.

Technology

Technology underpins every decision organizations make, from the markets they
enter, to the systems they deploy, to the skills they require of their people. Every
day Accenture delivers new technology-based business solutions to its clients,
leveraging the capabilities of the Accenture Technology Labs, the global solution
centers and the deep technical skills of its people.

Outsourcing

In a world that demands greater shareholder value and new approaches to every-
thing from day-to-day operations to long-term strategy, companies need to focus
on activities that differentiate their business. Whether through a conventional out-
sourcing model - delivering long-term value through the management and opera-
tions of entire information technology departments, or through netsourcing - the
new economy's Internet-based subscription model for outsourcing - Accenture fo-
cuses on bringing both business and technology skills to deliver life cycle solu-
tions and bottom-line results to hundreds of organizations around the world.

10.2 Accenture’s Structure

To achieve the number 1 goal—helping clients innovate to move the performance
of their business to new heights — Accenture’s structure is being geared to the
structure of the markets it is serving. Accenture’s business is structured around
five Global Operating Groups:

Financial Services,

Products,

Resources,

Communications & High Tech,
e Post and Public Services.

The global operating groups together comprise 18 industry groups serving cli-
ents in every major industry. The industry focus gives Accenture an understanding
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of industry evolution, business issues and applicable technologies, enabling it to
deliver innovative solutions tailored to each client or, as appropriate, more-
standardized capabilities offered to multiple clients.

10.2.1 Accenture Locally

Accenture is an international company, which is reflected in the size of its network
and in the capability to approach clients’ challenges at global level. The interna-
tional scope is strengthened by daily use of the new Internet and Intranet tech-
nologies and global knowledge management. Organizationally, Accenture is di-
vided in Geographic Units, often comprised of several countries. Austria,
Switzerland and Germany (ASG) form one such geographic unit.

10.2.2 Human Capital at Accenture

Accenture employees come from a wide range of cultural, educational and geo-
graphic backgrounds. The different points of view they bring lead to superior
business solutions for Accenture and its clients. Their individual experiences pro-
mote creativity and innovation and contribute to Accenture’s success. Accenture’s
employees belong to one of four different workforces, depending on the business

area they work in.

Consulting Workforce

Consultants design and deliver solutions that
help improve Accenture clients’ businesses,
from strategic planning, to applying technolo-
gies to business needs, to day-to-day operations.
Accenture’s Consulting workforce is involved
in business consulting, process design work and
the application of technologies to business.

Solutions Workforce

Accenture Technology Solutions employees
build, deploy and maintain technology solutions
for Accenture clients, focusing on application
development, systems administration, and tech-
nology implementation. Solutions workforce
employees are technology specialists who do
application development, systems administra-
tion work, and develop and maintain software.
Solutions workforce employees mainly work on
projects at client sites or delivery centers.

Services Workforce

People working in this workforce manage
and improve critical business operations for
Accenture clients in areas such as IT, Procure-
ment, HR, Finance and Accounting, Customer
Contact Services, Insurance Services and
Learning Solutions.

The majority of the people who work in the
outsourcing business are involved in client op-
erations. They are responsible for providing
long-term outsourcing services to one or multi-
ple clients. They implement, manage, and ulti-
mately transform the day-to-day activities asso-
ciated with the above mentioned business
functions.

Enterprise Workforce

These people manage and operate Accen-
ture’s own business functions and support client
teams while working in areas such as Finance,
Human Resources, Information Technology,
Legal, and Marketing.

They perform a variety of jobs, which are
mainly situated in locations where they are most
relevant to the work being performed. These lo-
cations are in any of the 48 countries in which
Accenture operates, and may be at a client site,
in a shared services center (e.g. a call center or a
billing center), or in an Accenture office.

Fig. 10.1. Accenture Workforces
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10.3 Human Resources at Accenture

Human Resources (HR) at Accenture is part of its Enterprise Workforce, deliver-
ing HR services to employees of all workforces. Operating in an international en-
vironment with complex company structures, Accenture HR is recognized as be-
ing at the heart of Accenture’s business. HR provides critical expertise to integrate
employee needs and business objectives, ensuring that Accenture has the people
and organizational culture needed to deliver its business strategy.

10.3.1 Accenture HR Vision

HR is sought out as a strategic business partner, in all parts of the organization,
with input on most business matters. HR professionals provide a valued perspec-
tive on key business issues and business operations, ensure that HR strategy and
business strategy are aligned, and facilitate and expedite change.

HR is a 'people' expert, abreast of the latest market and strategic HR trends,
provider of leading edge thinking into Accenture’s business on 'people’ issues and
with a long-term vision for the HR aspects of its business. HR plays a lead role in
organization development, including workforce strategy, and in monitoring and
advising on culture and morale.

HR is a capability development expert, continuously increasing the skill level
and knowledge capital of Accenture's people and with the ability to both rapidly
fulfill current skill needs and anticipate, and meet, future needs for skills and pro-
fessional development.

HR drives Accenture's employer positioning, which denotes the distinct place
Accenture wants to occupy, as an employer, in the minds of Accenture employees
and future talents, and which is understood and valued both externally and inter-
nally.

The Accenture HR organization is well integrated, both internally and with the
rest of the business. Clear structures and processes are in place for governance and
stakeholder management, operating effectively throughout the organization.

Accenture has an efficient, cost-effective and outcome-focused HR Service De-
livery Model that makes optimum use of outsourcing, in-sourcing and shared ser-
vices. HR structure, processes and systems provide cost effective services. Simple
and efficient HR systems and infrastructure enable the streamlining of HR's trans-
actional role, and top quartile (market) performance in terms of operational effi-
ciency.

Accenture has a strong HR career model, which emphasizes both deep HR
skills and strong business acumen.
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10.3.2 Accenture ASG HR Organization

In Austria, Switzerland and Germany (ASG), the Human Resources department
consists of approx. 100 employees working in the Frankfurt, Zurich and Vienna
offices.

Most functions are centrally performed in the Frankfurt office, however to ac-
commodate differences, mainly legal in nature, in the three countries, local HR
professionals in Vienna and Zurich handle country-specific matters.

The ASG HR department, delivering HR services from the employees’ first day
until the handling of the termination, consists of two major HR divisions. One di-
vision is performing all comprehensive tasks that apply to all employees. This
group consists of the following subteams: Training and Personnel Development,
Strategy and Compensation, HR Operations (including HR Systems and Temps
Management) and Partner Matters. The other division takes care of HR delivery.
The structure of this division accommodates the workforce organization: Solutions
Workforce HR, Services Workforce HR, Consulting Workforce HR and Enter-
prise Workforce HR. The Consulting Workforce HR team is further subgrouped
by Operating Group (Financial Services, Products, Resources, Post & Public Ser-
vices, Communications & High Tech).

ASG HR Lead
HR Strategy &
Compensation
—| HR ConsulingWF | | HR Solutions WF HR Services W || "R EoterPrise
— Financial Services HR Switzerland Recruiting ASG
Products HR Austria HR Operations

Communications &

High Tech
HR Systems &
. Reporting
Post & _PUbI'C Partner Matters |—
Services
Relocation
L Resources Management . Training Services
Solutions ASG ASG

Fig. 10.2. High Level Orgchart Accenture ASG HR
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As a growing and continuously developing organization, Accenture is con-
stantly looking for a diverse range of professionals to have precise capabilities and
to deliver solutions. Unlike most companies, Recruiting is not part of HR Opera-
tions. Recruiting exists as a separate department within the HR organization with
recruiting specialists to deliver first-rate recruiting results.

The recruiting department consists of two subteams, Channel Management and
Recruiting operations. Channel Management is responsible for ensuring that there
is a pool of enough qualified, available candidates for all workforces and levels. In
order to achieve this task, they utilize a variety of different personnel marketing
instruments and channels. The recruiting operations team takes care of potential
candidates throughout the entire selection process: from the first application to the
signing of a contract. Corresponding to the workforce segmentation, the recruiting
operations team is organized in a way to recruit by workforce.

10.3.3 Accenture HR Particularities

The nature of Accenture’s business, especially for the consulting area, dictates
how HR is structured and what functions it performs.

Scheduling

Scheduling is a function of HR delivery which is particular to a consulting busi-
ness company. Effective resource allocation is crucial to the business, especially
in consulting and outsourcing work. Excellence in scheduling is a success factor
for HR in a consulting company with large projects and a broad range of skills.
Highly skilled individuals, supported by the latest technologies, ensure the right
mix of people and skills on Accenture projects.

Support for Outsourcing Deals

All HR teams support outsourcing deals with their expertise in successfully run-
ning Accenture operations. They partner with client teams in the early stages of an
outsourcing deal to ensure successful transition and long term operation of busi-
ness units within the Accenture framework. HR knowledge is critical to deal suc-
cess, especially with given challenges stemming from German labor law. In-
volvement in numerous deals allows HR to leverage its experience in each deal
and provide valuable expertise regarding people matters.

HR Systems

A team of HR professionals is specifically working to manage and consolidate HR
systems, ensuring the HR team is always operational and reporting requirements
are met. All HR data is stored in a data warehouse that has been built by the ASG
HR Systems team. The data warehouse is the basis for various HR services.

The HR teams have access to a locally developed internet-based front-end tool
to draw reports from the data warehouse in a quick and efficient way. In order to
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deliver state-of-the art reporting to the senior executives and decision-makers at
Accenture, the HR data warchouse serves also as a basis for a unique business in-
telligence reporting.

Training Services ASG

The responsibility of Training Services ASG is to provide professional develop-
ment through the delivery of training and new hire integration.

The department develops strategies to identify capability development needs to
meet the market requirements in ASG and ensures that the needs regarding tech-
nical, industry and interpersonal development are addressed through comprehen-
sive learning opportunities, taking the different backgrounds and career levels into
consideration. To achieve this objective Accenture’s global training strategies
have to be aligned with the local requirements. Strategies and offerings are con-
stantly revised to ensure that skill development meets market requirements in a
consistent way.

Furthermore, Training Services ASG ensures the smooth integration of all em-
ployees starting with Accenture by offering Orientation seminars, welcome pack-
ages, New Joiner WebPages and networking opportunities.

The expertise of Training Services ASG is often used in proposals, and Train-
ing Services ASG designs and implements the training strategies of Accenture’s
outsourcing deals.

10.4 Leadership Development Program at Accenture

Accenture is committed to developing strong leaders at all levels of the company.
The objective of the Accenture Leadership Development Program is a continuous
investment in the improvement of leadership capabilities to support strategic busi-
ness objectives.

The Accenture leadership development program has been designed by Global
and Local Human Resources experts in cooperation with a Partner Steering Com-
mittee. The program was implemented in ASG in September 2002.

The program is driven by the Accenture Leadership Statement, which defines
the imperatives for a successful leader and leadership roles relevant to Accenture.
This Leadership Statement has been translated into a leadership competence ma-
trix defining relevant behaviors and skills per level and leadership role. The de-
velopment vehicles have been consequently designed on the basis of the defined
competences and integrated into the existing and new HR processes.
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10.4.1 Accenture Leadership Statement

The Leadership Statement represents a formal definition of leadership and the cor-
responding behaviors Accenture aspires to achieve as an organization. It describes
the three leadership contributions that have been defined for Accenture - Value
Creator, People Developer and Business Operator (which relate directly to the
company’s strategic imperatives). The statement is used as a basis for evaluating
performance and serves as a common framework for career management deci-
sions.

The Leadership Statement also includes definitions of Accenture’s six core val-
ues: Client Value Creation, Best People, Respect for the Individual, Integrity, One
Global Network, and Stewardship.

At Accenture, a leader is defined as an individual who...

e delivers results in each of three Leadership Contributions — Value Creator,
People Developer and Business Operator;

e is arole model who people choose to follow and work with;

e conducts business while living the Accenture core values and upholding the
Accenture Code of Business Ethics;

e sets direction with vision and is passionate about the business;

e is proactive and moves beyond his/her comfort zone in pursuit of Accen-
ture’s vision;

e projects confidence, optimism and energy to people in what they can
achieve;

e develops strong and effective working relationships based on mutual respect

and trust;

strives to make others succeed;

shows an active interest in others and cares about them;

is a team player who removes barriers to working with others;

shows character under pressure;

takes charge and makes tough decisions;

is an effective communicator;

demonstrates a ‘can do’ attitude;

is authentic in his/her leadership style;

teams with other leaders;

drives change.

Business results are essential but not sufficient to be a successful Accenture
leader. There needs to be a balance across the three areas of leadership (Value
Creator, People Developer and Business Operator).

The definition of leadership is intended to encourage leaders to develop their
own authentic leadership style. They are expected to develop their own leadership
beliefs into their own ‘teachable point of view’ that they articulate for their teams.
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10.4.2 Accenture Leadership Competency Matrix

To become a leader in terms of the Accenture Leadership statement, people at dif-
ferent career levels require different competencies. These competencies have been
clearly outlined in the Competency Matrix, which is, together with the Accenture
Leadership Statement, the basis for the Leadership Development Program. The
competency matrix determines the way employees are assessed and developed.
Training measures to build the required skills at each level are derived from this
comprehensive tool.

10.4.3 Leadership Development Program Elements

The ASG Leadership Development Program is comprised of several modules cov-
ering all relevant leadership aspects.

PROGRAM

Manage Leadership
Program

Identification of
Leaders

Steer and synchro-
nize global / local
program compo-
nents

® Plan/ Monitor
budgets

Career/Successor
planning

Recruiting / Promo-
tion criteria

Training participant
evaluation

Measure Success

Leadershi
Strategyp ® People satis-
faction survey
Core values

Advisory
groups

® 360 degree
feedback

Global leader-
ship statement

® Global imple-
mentation

Compliance
Monitoring

Continuous integra-
tion of leadership
dimensions in inter-
nal processes

Leadership Training ®  Monitor process

® Continuous devel- . compliance:
opment and en- Supporting - Performance Man-
hancement of train- Communication agement

ing curriculum ® Living leadership - Quality processes

examples

Participation in
leadership trainings

® Target group initia-
tives

Internal and exter-
nal success stories

Fig. 10.3. Accenture Leadership Development Program, by Accenture
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As already pointed out, Leadership Vision and Strategy are basis and backbone
of the program. The other components are essential, intertwining parts of the pro-
gram. For the different elements, tools and materials are provided on a global
level. A high degree of standardization ensures comparability and consistency.

10.4.4 Integration of Leadership Development into HR Processes

The Leadership Development Program is a self-contained concept that provides
unique opportunities for Accenture employees in terms of their professional and
personal development as leaders.

However, the mere existence of a concept and its related tools is not enough.
The idea needs to be brought to life. The Accenture HR organization has put the
Leadership Development Program into action by integrating the leadership devel-
opment guidelines and principles firmly in the HR processes. HR is the owner of
all processes related to the program, except for the communication part, which is
mostly managed by the Internal Communications Department of the Accenture
Marketing Organization.

The guidelines and principles of the Leadership Development Program have
been embedded in several HR areas, mainly in Performance Management, Re-
cruiting, and Training.

Performance Management

A consistent performance management approach has always been part of Accen-
ture’s strength. Accenture HR can look back on long and extensive experience in
Performance Management. Individuals receive regular and timely feedback on
their assignments or fixed roles. Furthermore, each individual is assessed yearly
based on the performance feedback received throughout the performance year in
comparison to his/her peer group. An annual interview with a senior executive is
part of the performance management process as well.

The performance management processes and tools all tie together, and are co-
ordinated and executed by HR. All communications regarding performance man-
agement are sent out by HR, informing and educating the employees on the proc-
esses. HR creates and manages the necessary material, counsels and assists in
decision-making.

Figure 10.3. shows the Leadership Development Cycle with its relevant Per-
formance Management elements. The dimension regarding time is one year, at
Accenture called the Performance year.
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Measure Success
(Performance Rating and Promotion,
360° feedback, balanced scorecard
measures)

Identify Gaps &
Set Individual Goals
(Annual Review)

Leadership
Continuous Counseling Development
(Mid-Review and project

feedback follow-up)

Implement Agreed Actions
(Project roles, Training)

Learning on the Job
(Ongoing project
feedback)

Fig. 10.4. Performance Management Leadership Development Cycle, by Accenture

Since the introduction of the leadership development program, performance
and appraisal factors are based on the competency matrix and the new guidelines
and principles have self-evidently been incorporated in all performance manage-
ment related work. HR makes sure that the leadership dimensions are taken into
consideration for performance rating and promotion decisions. The leadership de-
velopment progress of each employee is discussed during his Annual Interview.

The performance of each individual with regards to the leadership criteria must
be documented in feedback forms and annual review documentation. The general
quality of performance documentation is regularly surveyed by HR, with special
attention to the notation of the leadership criteria.

Recruiting

In the recruiting process, the leadership capabilities of a potential candidate are
taken in to consideration when taking the decision whether to hire the candidate or
not.

All people involved in the recruiting process (personnel from the recruiting de-
partment and executives from the workforce the candidate is recruited for) have a
common understanding about leadership at Accenture. The Accenture Leadership
Statement with its definitions of the three leadership dimensions builds the basis to
evaluate candidates regarding their skills and potential as Value Creators, Busi-
ness Operators and People Developers. The candidate’s leadership capabilities are
evaluated during the entire recruiting process, from the screening of the applica-
tion until the last personal interview.
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Training

The Leadership Training Curriculum is rigorously designed to support the devel-
opment of leadership competencies and herewith offers a variety of different
learning opportunities for each career level. Those opportunities consist of local
and global training courses depending which complement each other in a compre-
hensive way. The knowledge of internal e.g. HR and external sources have been
combined to design state-of-the-art vehicles for leadership development. The
Leadership Training Curriculum receives excellent feedback and is permanently
adapted to new and changing demands. For compliance monitoring purposes,
training participation rates are closely monitored.

On a regular basis, HR gathers feedback on the program, by questioning advi-
sory groups and by analyzing feedback on training and the Leadership Develop-
ment tools (e.g. the 360° feedback tool). The conduction and analysis of employee
satisfaction surveys lies also in the responsibility of HR. Survey results are ana-
lyzed by HR professionals and key findings are incorporated in the improvement
of the Leadership Development Program.

Local HR teams continuously work with the Global teams to align the global
and local components of the Leadership Development Program and to fill identi-
fied gaps. HR implements or accompanies flanking measures to the program that
is tailored to the different workforces. In HR reports to the senior management,
leadership development is incorporated in Training Reports and other reports and
presentations.

The fast and smooth integration of the leadership development program in HR
work ensures the permanent success of the program. As a strategic business part-
ner, HR gives advice on the program and its components to employees on all lev-
els. HR keeps the employees informed about the introduction of new tools and
processes in the context of the Leadership Development Program.

10.5 Conclusion

The Accenture HR organization has played a significant and driving role in the
creation, roll-out and execution of the leadership development program. Even
though each employee is responsible to develop his own leadership capabilities
with support of his/her leadership team, HR ensures functioning and continuous
improvement of the program. The rate and easiness with which the Accenture HR
teams have incorporated the Leadership Development Program is a proof for the
professionalism and the flexibility of the Accenture HR organization.

The Leadership Development Program is a comprehensive concept. Its ele-
ments are consistent and coherent for employees on all levels. The HR-driven
processes which integrate the principles of the Leadership Development Program
make Accenture HR best practice regarding leadership development.
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Lee Hecht Harrison

11.1 Introduction

In the highly competitive market within which career management companies op-
erate, the leaders distinguish themselves by offering high quality services, that are
flexible to the needs of their clients, but that are also consistent across borders.

In the following article we will present the case of Lee Hecht Harrison, one of
the leading firms in global career management services. Following a description of
the company, we will discuss how the HR practices build corporate capability by
focusing on the Lee Hecht Harrison methodology, by emphasizing quality and by
supporting the growth of a culture based on being a learning organization. Finally,
we will discuss two specific aspects of HR practice that make the company stand
out, the first being the emphasis on orientation and certification of new hires and
the second, long-term training and development of talent.

11.2 The Company

Lee Hecht Harrison (LHH) is a high quality, innovative, global outplacement and
career services firm. Established in New York in 1974 and now headquartered in
Woodcliff Lake, New Jersey, LHH has grown from a regional to a national, to a
global organization.

Today, LHH has offices in more than 150 cities throughout the world. It em-
ploys more than 600 full-time and 700+ part-time employees and maintains close
business relationships with Global Partners in many other locations, allowing it to
serve organizations and their employees virtually anywhere in the world.

LHH is a subsidiary of Adecco S.A, a $15 billion international human re-
sources company headquartered in Lausanne, Switzerland. Adecco is the world-
wide leader in employment staffing services, with the highest revenue, cash flow
and market capitalization of any firm in the industry, now operating over 5,000 of-
fices in more than 55 countries. Its stock is publicly traded on the Zurich, Paris
and NASDAQ Stock Exchanges.
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The association with Adecco has provided for significant global synergies and
substantial capital investments, particularly in job search technology, in addition
to making available more and better market research employment opportunities
for clients. Importantly, the goals of the two businesses have always been com-
plementary in their desire to help people to adapt to changing work environments,
to sustain their employment value and to connect to jobs.

11.2.1 Structure of the Organization

In 2003, LHH’s full-time staff totals over 600 employees, of whom approximately
67% are professionals and roughly 33% are support staff. The overall professional
staff profile of consultants is about 50% male/50% female. Over half of the Gen-
eral Managers (those who run offices) are women, as are about 60% of LHH’s
senior management team, including the Chief Operating Officer.

LHH strives to be as flat an organization as possible, believing that customer
responsiveness, service delivery and revenue and profitability growth are best
achieved when « owned » at the local level. At the same time, they recognize the
importance of firm-wide program and service development, quality assurance, and
the capacity for providing national and international project management to corpo-
rate customers.

Major downsizing projects are coordinated by LHH’s Project Services Divi-
sion. Project Services was established in 1985 as the industry’s first practice area
dedicated to the delivery of career services for large numbers of people. Because
the capabilities required to plan, deliver and manage a major downsizing/closure
are quite different from those required to counsel an individual in career transition,
the company has recognized these special skills and has created separate func-
tions. Today, LHH’s Project Services Division has developed the most sophisti-
cated project management capability available anywhere in the career services in-
dustry.

Other corporate functions include Development and Delivery; Marketing,
Sales, Information and Financial Services; and a small corporate headquarters
staff.

All of LHH’s offices are wholly owned and provide a full range of outplace-
ment, career development, executive coaching, retention and workforce consulting
services. There is no franchising or licensing of any of the programs or services
which enables the company to fully define and monitor quality standards, as well
as shift priorities/resources as required.
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11.2.2 Company Mission

LHH’s mission is to be the global leader in career consulting by building enduring
business partnerships with customers and by providing innovative solutions that
focus on the needs of each individual client. To attain this mission, the company
philosophy has four major components:

1. To offer programs and services that is customer-focused, results-oriented,
measurable, and flexible.

2. To maintain high internal standards for program quality, customer service,
and resource and expense management that result in high levels of client sat-
isfaction.

3. To lead the industry in integrating advanced technology and delivery, and to
add value through a responsive, hands-on human touch.

4. To hire superior people, and provide them with the opportunity to succeed in
an environment that values and rewards creativity, innovation and personal
commitment.

11.2.3 Company Philosophy

The company believes that senior management has a special responsibility to en-
sure a positive environment that encourages only the very best, most professional
behavior from all employees. They strive to be worthy of the support of their cus-
tomers, clients and of one another by attending to their mission and values.

11.2.4 Company Values
The company values that underlie all activities are to:

e Commit to providing high quality customer service to clients, customers and
staff, constantly improving performance and work force flexibility;

e reward achievement and initiative and hold one another accountable for re-
sults at all levels;

e respect one another as partners who bring talent, intelligence and compassion
to business tasks, knowing that teamwork and constructive disagreement can
result in exceptional accomplishment.
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11.3 LHH Global Management Services

There are three main global career management services offered by LHH:

11.3.1 Outplacement

Outplacement is the structured process of helping unemployed individuals evalu-
ate their career opportunities, implement a job search and manage the transition to
new employment, whilst receiving personal support and job search productivity
tools.

11.3.2 Leadership Development & Coaching

Leadership development is a systematic consulting process that helps individuals
and teams achieve business results through improved leadership strategies and be-
haviors. Leadership development programs are designed to produce outcomes that
drive current business operations and develop high potential leaders for the future.
Coaching is a learning process that leads to behavioral change to improve individ-
ual performance and business results. It involves observation of specific patterns
of behavior, giving feedback and developing an action plan to help individuals be-
come more effective in their work environments.

11.3.3 Career Development

A process by which individuals evaluate their career and life plans, determine
their existing and potential skills, interests and talents , learn how to adapt to the
constantly changing job market and world of work , consider which options « fit »
them , and establish and implement plans for achieving their goals.

Leadership development, coaching and career development services are pro-
vided to individuals employed within customer organizations, whilst outplacement
is provided to employees who have recently been terminated, either collectively,
or individually.

11.3.4 LHH’s Customers

LHH has experience of working with companies of all sizes, both public and pri-
vate, both internationally and nationally, from a very wide range of industries in-
cluding: Aerospace and Defense; Banking and Financial Services; Computer,
Software and Peripherals; Consumer Products, Sales and Electronics; Energy,
Utilities, Petrochemicals and Natural Resources; Food, Beverage and Tobacco;

Hospitality and Travel; Hospitals and Healthcare Services; Industrial Manufactur-



Knowledge Management: A Way to Make a Difference in Our Field of Industry 161

ing, Products and Services; Insurance; Media and Entertainment, New Media and
Dot-coms; Not-For-Profit, Government and Associations; Pharmaceutical; Profes-
sional Business Services; Retail and Wholesale; and Telecommunications.

11.3.5 LHH’s People

LHH consultants come from diverse careers in business, executive search and self-
employment. The minimum selection criteria for LHH professional staff and Cer-
tified Associates are the following:

o Bachelor’s degree (60% hold a Master’s degree or PhD);

e experience in a corporate/professional services environment and/or have
owned a business;

e one-on-one counseling experience and group training and facilitation skills;

e career transition expertise/experience for individuals who deliver outplace-
ment services; career development and/or organizational development ex-
perience for individuals who deliver career management/retention services;

e personal commitment to the career transition/career management field,

e strong client relations skills and professionalism;

¢ highly developed sense of ethical behavior, integrity and client confidential-
1ty.

A number of LHH offices employ staff who is dedicated to the delivery of ser-
vices to senior executives. These individuals, former senior executives themselves,
understand the unique and often visible issues faced during high level transitions.
They are equipped both personally and professionally to provide the type of stra-
tegic assessment, consultation and introductions expected by senior executives.

11.3.6 Profiles of Common Positions

LHH has clearly defined roles that are commonly used across the company and
worldwide.

General Manager

The General Manager's primary responsibility is to build a financially successful
business that delivers high quality career management services.

Director of Professional Services

The primary responsibility of the Director of Professional Services is to ensure
that the highest quality of career management services is delivered through the
Local Office.
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Business Developer

The Business Developer's primary function is to profitably increase sales within
the local office trading area, concentrating on new or expanded account relation-
ships.

Consultant

The Consultant's primary responsibilities are to deliver career management ser-
vices to program participants.

Business Manager

The primary responsibility of the Business Manager is to ensure that the highest
quality administrative support services are delivered to each local office client.

Certified Associate

Certified Associates are trainers who deliver outplacement and career manage-
ment services, typically in a group setting.

Job Market Consultant

The primary responsibility of the Job Market Consultant is to provide overall
leadership and coordination for the job development effort at the local level.

Administrative Assistant

The primary responsibility of the Administrative Assistant is to provide essential
computer and office functions for clients and office personnel.

Some consultants may specialize in a specific area or industry because of prior
experience in that industry or because of expertise with clients from that industry.
Many of the consultants come from careers in finance, human resources, informa-
tion services, manufacturing, marketing, sales, strategic planning, technology and
other disciplines.

The General Manager and/or Director of Professional Services of the local of-
fice makes the decision on specific consultant assignment after his/her initial
meeting with the client. They seek to align clients with skilled consultants with
personality type and similarity of background as the key criteria. A good match is
always the objective, and it is important to note that the resources of all consult-
ants in the office are available to all clients.
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11.3.7 LHH Certified Associates

LHH employs more than 700 Certified Associates throughout the world who are
selected, trained and formally certified to deliver programs. These individuals
typically have long-standing relationships with LHH. Many are former employees
who have opted for part-time work. Others enjoy varied assignments, and are will-
ing to travel to, and to work in, on-site locations for clients.

LHH Certified Associates must complete a rigorous, multi-step certification
process which includes indepth training in LHH methodology. They are also
trained and certified on new programs and are recertified when content/material
revisions are made. Each trainer’s performance is monitored on an ongoing basis
via evaluation forms completed by participants after each program. Periodic client
surveys are also taken to gather feedback on Associates.

Evaluations of LHH seminar delivery are completed by all participants and then
monitored for service quality and improvement suggestions. The evaluation scores
are carefully tracked, and action is triggered whenever a consultant receives two
3s (out of 5) in two consecutive seminars. At that point, the individual’s perform-
ance is reviewed, s/he is counseled and performance continues to be monitored. If
feedback continues to fall short of LHH standards, changes in staff are made.

11.4 LHH Human Resource Practices

As can be seen from the presentation of the company in the previous section, Lee
Hecht Harrison distinguishes itself as a leading career management company by
building enduring business partnerships with customers and by providing innova-
tive solutions that focus on the needs of each individual client.

The sheer nature of the LHH offer means that its value is based upon the intel-
lectual capital, the emotional intelligence and the market knowledge of its consult-
ants. As in most career management companies, people join the company with a
tremendous variety of professional and personal backgrounds, bringing with them
a richness of competencies, qualities and experiences. These must then be cap-
tured, modeled and developed so that the company can deliver a variety of high
level services that are not only consistent in terms of quality and content across
different businesses, but also nationally and internationally. Without this consis-
tency, LHH would not be able to continue to build and reinforce its reputation as a
global leader in the industry.

One of the challenges with this process, however, is that it must neither sup-
press the individual talents of the consultants, nor diminish the freedom of the
businesses to tailor make aspects of the offers to meet the needs of individual cli-
ents. LHH therefore seeks to empower its employees to continuously develop
themselves and their talents, to develop new offers where changing client needs
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can be met and where the quest for the best possible quality continues: not as a by-
product of the process, but in everything that is done.

The goal of HR is to create a pyramid of knowledge where foundations are
provided to ensure that all consultants understand the LHH methodology, the
company’s emphasis on quality and the overall goals and culture driving what the
company considers to be a strong ‘learning organization’. At the top of the pyra-
mid, the goal of the company is to empower individuals to use their individual tal-
ents to adapt their skills and talents to meet the needs of a wide variety of clients,
but with the support and ongoing commitment of the organization. By building the
corporate capabilities in this way then the company can deliver high quality ser-
vices that are globally consistent but able to be tailor made to the changing needs
of clients.

High Quality Service

Individual
Talent

Globally Consistent

LHH Methodology

Tailor Made to Changing
Client Needs

Focus on Quality
Learning Organization Culture

Fig. 11.1. How Lee Hecht Harrison Human Resource Builds Corporate Capability

How Is This Achieved?

It is important to acknowledge that the LHH methodology, the corporate focus on
quality and the learning organization culture are all interrelated, each one contrib-
uting to the success of the other. For the purposes of this paper, it seems interest-
ing to briefly discuss each aspect as a way of introducing a more in-depth discus-
sion of the HR best practices that make LHH stand out.

11.5 The LHH Methodology

The LHH Methodology describes the skills, actions and methods used by consult-
ants to deliver each of LHH’s products and services. All programs are described in
detail with support documents and training to ensure that all consultants deliver
the program consistently across businesses. Training in all programs leads to con-
sultants being ‘Certified’ and this process begins as soon as candidates join the
company. The process will be described in greater detail in the next section.
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11.5.1 The Focus on Quality

Quality was the driving force in the founding of Lee Hecht Harrison and for the
past 29 years, the focus has remained as the company has moved to a leadership
position in the career management industry.

o Organizational Design — Quality is emphasized structurally, functionally
and operationally. The company’s organizational structure is designed to
keep a focus on excellence in everything that is done and designated indi-
viduals exist at national, regional and local levels to ensure that quality stan-
dards are incorporated into performance. In addition to this, a Corporate Di-
rector of Quality is responsible for ultimate quality control, client
satisfaction and organization-wide implementation of quality measures, with
support from management. The culture of quality is reinforced in new em-
ployee orientations, ongoing training, certification programs and profes-
sional development conferences. Numerous awards at local and national
levels have proved LHH’s commitment to quality. Ultimately, the best
measure of quality is the level of satisfaction and the return of clients.

o Quality Indicators — A variety of methods are used to measure client (the
individual employee receiving LHH services) and customer (the sponsoring
company paying for our services) levels’ of satisfaction. It is done on a con-
tinuous basis with evaluations mid-service and end-of-service. Results are
used to determine what (if any) actions need to be taken. In addition, an an-
nual survey of corporate customers is undertaken to review quality at a
broader and more comprehensive level.

o Using Quality Measurements to Improve Performance — There is little
value in evaluating quality if the information gathered is not used to drive
process improvements and consultant development. Consultants are evalu-
ated by their general managers and by the Director of Professional Services
whose sole responsibility is to oversee the quality of service delivery in each
office. In addition to this, quality indicators that demonstrate client and cus-
tomer satisfaction are used to determine performance and if a consultant is
below expectations, the client can be reassigned a new consultant and a por-
tion of the fee charged can be reimbursed. Finally, an annual business review
ensures that LHH activities are reviewed from a business perspective leading
to potential refinement of services, adjustments in procedures or other ac-
tion. The goal is for LHH to gain business based on capability but to keep it
based on performance.

o Performance Guarantees — LHH guarantees satisfaction with their services.
If customers or clients are not satisfied then they will either not be charged,
or a credit will be made for future services.
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11.5.2 LHH as a Learning Organization

“The rate at which organizations learn may become the only sustainable source of
competitive advantage”’ Dr. Peter Senge

Learning organizations can be defined as organizations that are ‘designed to build
collaborative relationships in order to draw strength from the diverse knowledge,
experience, capabilities and ways of doing things that people and communities
have and use (Addleson 1998). The idea is that organizations are evolving away
from being purely performance based and towards a central theme of continual
adaptation to an ever-changing environment. Where knowledge management fo-
cuses on the use of specific tools, often technological in nature, to capture organ-
ize, distil and distribute information (Corporate Leadership Council 2001), organ-
izational learning seeks to enhance employees’ motivations and embed particular
core competencies within their skill sets, rather than simply making information
available. It is the quality, not the quantity that counts.

The shift towards organizational learning requires cultural change to create a cul-
ture that embraces and encourages learning. In ‘The 12 Building Blocks of the
Learning Organization’, Joan Kramer Bennet and Michael J O’Brien describe fac-
tors that have been identified as key to becoming a learning organization. The fol-
lowing table demonstrates the 12 building blocks with examples of the activities
and initiatives undertaken by LHH, in its commitment to becoming a leading
learning organization:

In this section we have gained a greater understanding of how LHH HR builds
its corporate capability. For the purposes of this paper we would like to focus on
two aspects that we believe are specific examples of HR best practice in this in-
dustry.

The FirstIs:

e The orientation and certification of new consultants and associates within
Lee Hecht Harrison.

The Second Is:

e Continuous learning and the development of talent long-term.
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Table 11.1. Lee Hecht Harrison and the 12 Building Blocks to Becoming a Learning

Organization

Building Blocks to Becoming a
Learning Organization

Lee Hecht Harrison

Draft a vision of the company’s goals, so it can
anticipate the types of learning that need to occur
to reach this end state.

The LHH Business Practices Handbook, pro-
vides outlines of the company values and
guiding principles to all new employees.

Create an executive “covenant” with employees —
company leaders should actively and visibly sup-
port learning activities and hold their people ac-
countable for continuous learning.

Company wide certification, continuous
learning activities and internal and external
networking events including membership of
the Association of Career Management Pro-

fessionals.

Act in accordance with principals of continuous
learning — particularly in managerial practices.

Emphasis on quality with detailed assess-
ment and support provided through all levels
of the organization.

Support a climate in which the individual and col-
lective values and attitudes emphasize openness,
trust and a willingness to share information.

New Employee Orientation meetings and
LHH Business Practices all emphasize indi-
vidual contribution, integrity and develop-
ment.

Provide fluid job descriptions and flexible organ-
izational structures that can quickly adapt to
changing organizational and learning needs.

Clear job descriptions allow for flexibility
within roles to meet needs of clients. Flat or-
ganizational structure.

Use technology to promote smooth information
flow and easy access to all forms of knowledge
relevant to the company’s learning goals.

Support provided by LHH Information Ser-
vices, Business Information Centre and LHH
Learning Centre.

Encourage individuals and teams to share knowl-
edge — so that learning becomes an integral part
of teamwork and cooperation.

GAP networking events and monthly tele-
tutorials.

Ensure that company work practices support con-
tinuous learning — through information sharing,
benchmarking or problem-solving techniques.

Professional development sessions, internal

and external networking events in addition to

strong focus on quality with continuous feed-
back from customers and clients.

Align performance and learning goals with cus-
tomer needs to guarantee that learning is contrib-
uting directly to the company’s bottom line.

Annual business review and client/customer
satisfaction surveys.

Design training programs that emphasize experi-
ential learning and creative problem solving.

LHH certification and train-the-trainer events.

Seek to develop both individuals and teams — or-
ganizations can only learn when groups of people
learn collectively, not just as individuals.

Includes certification training, orientation
meetings and professional development
sessions as well as external group programs.

Create rewards and recognition programs that
promote and advocate continuous learning.

Program certification and awards.
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11.6 Employee Orientation and Certification

11.6.1 Trends in Orientation Programs

According to the literature, to be successful, new hire orientation programs should
include the following five components (Tyler 2001): (1) Pre-arrival reading mate-
rials, (2) a systematic and thorough introduction of company, department and job
functions and responsibilities, (3) formal training to facilitate an understanding of
company processes and practices; (4) coaching and mentoring and (5) measuring
and evaluating of orientation, before, during and after programs.

The HR function of LHH has developed its orientation of new hires, both per-
manent and associates, around the LHH Certification process which teaches the
LHH methodology used in the delivery of different LHH products and services.
Although certification is the key component of the process, all other components
of the above employee orientation are addressed including pre-arrival reading ma-
terials, local office orientations, a three day orientation at corporate for profes-
sional staff, one-on-one coaching and feedback from participants.

The benefits of ensuring an integrated approach with a strong emphasis on cer-
tification include the following for individuals, the company and its customers and
clients:

Individuals

o [t sets the tone in terms of their experience of the organization and impacts
their motivation and retention long-term.

e They become a living part of the corporate culture and participate in building
the learning organization from day one.

e They are encouraged to share their own talents and professional experience
but within the LHH methodology.

e They understand the emphasis on quality and are given the confidence and
tools to deliver the quality and approach expected from customers and cli-
ents.

e By learning the methodology in a clear and detailed way, with excellent
support from both material and supervisors, they adapt quickly, adopt the
methodology and time to productivity is kept at a minimum.

e They meet other members of the company and begin to form networks that
are critical to a successful integration and long-term retention.

LHH

¢ Individuals understand their roles and responsibilities understand the broad
picture and are keen to participate in making the company successful as
quickly as possible.
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e Quality and consistency remains extremely high across the business and con-
tributes to the long-term retention and satisfaction of people, as they take
ownership of their responsibilities.

e Sharing of information begins and a corporate culture based on learning is
demonstrated.

Customers and Clients

o All consultants at LHH are able to deliver over and above what is expected
in the most professional, yet personal manner, across the entire business.
This capability is what makes LHH stand out as a leader.

11.6.2 The Certification Process

Certification meetings are held for a wide range of LHH products and services, in-
cluding Career Transition Seminar, Developing Personal Resilience, Talent
Builder, Career Focus, Moving Forward with Change, Road to Entrepreneurship,
Job Search Work Team, and the Productivity Seminar.

The programs and services have been designed by specialists within the Devel-
opment and Delivery Group at LHH’s Head Quarters in New Jersey. They are cre-
ated with the support of external specialists such as the Management Research
Group (MRG) and emphasize feedback and ideas gathered from members of
LHH, and especially from customers and clients of the company. Senior manage-
ment play an important role in the creation of these programs and services also.

To support the launch of the programs and services, detailed preparations are
made to certify members of LHH who will deliver them to customers and clients.
All members involved will be certified with only slight modifications to the proc-
ess being made, in the case of an update of a program or service.

Detailed training manuals, support presentations and evaluation forms that are
consistent across the globe will be created to ensure that trainers across regions are
delivering the same certification.

Certification varies according to the program but normally includes:

e Formal training in a group setting delivered by a leading member of the re-
gion’s training group. This can range from a single day to a total of seven
days split into modules;

e detailed support materials that individuals will own;

e additional support materials available on the company’s electronic learning
center;

e cvaluation in the form of an observation (presentation of a topic in front of
peers and the regional leader).
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When successfully completed, individuals are awarded certificates by their hi-
erarchy in formal presentations to ensure that reward and recognition is acknowl-
edged. Ifindividuals are considered to be below expectations, then remedial steps
are taken to ensure that they achieve certification as soon as possible.

All new members of LHH participate in this process in the first couple of
weeks of their arrival within the company and depending upon the stage of life cy-
cle of the program/service, they may participate in certification with members of
LHH who have been within the organization for some time, allowing for greater
networking opportunities.

11.7 Training and Professional Development

As has been shown in the previous paragraphs, training is a priority from day one
at LHH. The desire to continue to grow LHH as a learning organization has meant
that continuous learning at both a formal and informal level must be a priority.

LHH exposes individuals to a wide variety of experiences, including local, re-
gional, national, and international professional development events, external train-
ing programs, task force assignments, program delivery certification, and public
conferences.

The formal training opportunities available include:

e Professional Development sessions that are held twice a year in each region
for the sales and consulting staff. These are developed and delivered by
LHH’s Development and Delivery team to ensure consistency across the
regions.

e New Employee Orientation meetings that are held three times a year for
new professional staff as a way of introducing them to the LHH philosophy
and resources, to create a personal network and to meet the senior man-
agement of LHH.

e A regular schedule of monthly teletutorails, training and professional de-
velopment that are offered as a way for individuals to develop their under-
standing and skills in using the technology available within LHH.

o National contracts with external providers such as CompUSA, so that staff
members can attend training classes on a variety of software packages.

e LHH’s Information Services team and the Business Information Center
who are available to help staff members with individual needs.
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e An integrated e-learning platform from which individuals can gain materi-
als and training on a variety of topics.

e Certification and Train-the-Trainer meetings as described in the previous
section.

o Contracts with companies such as MRG to certify LHH staff in Leadership
Effectiveness Analysis and Personal Directions, two instruments used in
our Leadership Development/Coaching services.

e LHH pays for an employee’s membership in the Association of Career Pro-
fessionals (ACP International) and for certification in ICC International —
an independent, international certification body for Career Management
Professionals. LHH currently has more individuals certified than any other
career management firm.

These initiatives have been designed to build on the competencies/skills of tal-
ented staff, to build the learning organization and to enable the Company to con-
tinue providing quality services whilst continuing to grow the business. It also
contributes to a low turnover with most consultants staying for over five years and
an annual turnover figure of below 10%, below industry average.

11.8 Conclusion

The purpose of this chapter has been to describe what makes Lee Hecht Harrison
one of the leaders in its field. By building its corporate capability on its methodol-
ogy, its focus on quality and its culture as a learning organization, it continues not
only to deliver programs and services in line with customer needs, but it also
maintains a committed, creative and dynamic team.

References

Addleson M (1999) What is a Learning Organisation?. The Learning Organisation Litera-
ture Review, Corporate Leadership Council, August 1999

Corporate Leadership Council, Building Orientation Programs and Tyler K (1988) Take the
New Employee Orientation off the Back Burner. HR Magazine, May 1988. Quoted in:
CLC New Hire Orientation Programs, March 2001, p. 1

Tyler K (1988) Take the New Employee Orientation off the Back Burner. HR Magazine,
May 1988. Quoted in: CLC New Hire Orientation Programs, March 2001, p. 1



Part lll:

HRM as Employee Champion



12 Gender Diversity Management in Consulting
Companies

Uta B. Lieberum

Helmut-Schmidt-University/University of the Federal Armed Forces Hamburg,
Germany

12.1 Introduction

According to research on diversity in organizational contexts, the mix of female
and male employees in organizations and especially in management ranks is seen
as an inherent source of innovation and hence as a value driver for companies. It is
seen as a key factor in achieving a competitive advantage and in realizing strategic
goals in a better way (Andresen, Hristozova and Lieberum 2005; Thomas and Ely
1996). However, when analyzing the proportion of women in management posi-
tions in companies it becomes obvious that they represent only a very low per-
centage, and that companies are still far from realizing and profiting from a gender
mix in many countries. This result does not only apply to those companies which
have a very low proportion of women but also to those that have an almost equal
distribution of men and women in their overall workforce. In the case of consult-
ing companies we can assume that there is a moderate number of female employ-
ees in general.

On the basis of various investigations it may be assumed that around 20-30%
of the total numbers of those working in consulting companies are female and that
this proportion is increasing (Rudolph, Theobald and Quack 2001; Hordt 2002;
Okech and Rudolf 2003). One effective solution to solve the problem of female
under-representation and to achieve a better gender mix within management is to
eliminate all discriminatory features within company policy and to actively pro-
mote women’s careers.

These activities will be investigated in this paper, with the focus being on
whether within consulting companies such policies are communicated internally
or externally, together with the nature of the methods of implementation. First of
all the terms Gender Diversity and Diversity Management will be analyzed with
regard to their terminology and meaning. Following this, the significance of corre-
sponding measures will be categorized so that they can be used as reference points
in a survey which we carried out on the 25 largest German consulting companies.
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12.2 Gender Diversity

The motives encouraging firms to consider supporting more women in manage-
ment ranks should include the achievement of the following (Andresen, Hristo-
zova and Lieberum 2005):

e Affirmative action with respect to women. The focus of this strategy is to cre-
ate an even playing field regarding their access to national as well as interna-
tional management positions; this is to be achieved by a favorable treatment
of women which might imply a temporary discrimination of men. Affirmative
action is aimed at satisfying legal requirements and to remedy abuses (e.g.
Kovach, Kravitz and Hughes 2004; Wright et al. 1995).

o Equal opportunities for domestic management positions. Equal opportunity
activities seek to eliminate discrimination in the workplace by removing /
overcoming structural and procedural barriers preventing women from taking
advantage of opportunities regarding jobs, development, promotions, compen-
sation and so on (e.g. Pérotin, Robinson and Loundes 2003; Whitehead 2001).
This aim is consistent with the corporate values of many companies. The ex-
tremely competitive economic environment forces companies to select the
very best people available, irrespective of their gender.

o Gender diversity related to the combination of female and male employees in
such a way as is apt to create more value for the firm than would be the case
with homogeneous groups. Well-managed diversity, including gender diver-
sity, is seen as an inherent source of innovation which is a key factor in
achieving a competitive advantage and in realizing strategic goals in a better
way.

Whereas affirmative action and equal opportunity initiatives will lead to a bal-
anced proportion of women and men on an organizational level (quantitative ap-
proach), gender diversity aims at a mixture of women and men on a team, depart-
mental or hierarchical level in such a way as to maximize the potential advantages
of diversity in the sense of, for example, innovativeness or effectiveness (qualita-
tive approach). Hence, diversity does not necessarily lead to an equal proportion
of women and men in a team or at other levels. In other words, the diversity ap-
proach shifts the focus from eliminating difference (due to structural and proce-
dural barriers) to valuing similarities as well as differences between men and
women that can be traced back to socialization. Managing diversity is more strate-
gically than legally driven.

The investigation of the initiatives taken in order to achieve affirmative action,
equal opportunities and/or gender diversity was the starting point of the empirical
study, and this will be described in the next part. Although the focus is on gender
diversity, affirmative action and equal opportunity activities were also analyzed;
this is because the initiatives taken by companies regarding these goals are similar
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or even identical, as the implementation of equal opportunities in the long run is a
prerequisite to achieve gender diversity.

According to several authors and companies there are numerous positive bene-
fits for organizations that implement diversity initiatives in order to achieve gen-
der diversity within their workforce and especially within their management ranks.
These economic benefits include the possibility for firms to recruit and capitalize
on the contributions of talented human beings; lower operating costs due to lower
absenteeism, turnover, and job dissatisfaction in the work force; enhanced reputa-
tions with potential customers who also benefited from the value of diversity;
more creativity and better problem-solving capabilities; and strong community
and institutional support due to the level of culture within their diverse work
forces. Furthermore, companies that voice their support for and run management
practices that serve to achieve gender diversity experience a significant and posi-
tive improvement in their stock price. The above mentioned economic benefits can
be classified into external and internal effects. The first-mentioned external effects
concern the market and customers, shareholders, labor market and community.
The internal benefits have an effect at three levels: individual level, level of inter-
personal relations and organizational level (Andresen, Hristozova and Lieberum
2005).

Overall diversity is viewed as an instrument which can be used to increase the
level of success within core business areas and to gain strategic competitive ad-
vantages (e.g. Balser 1999; Kohler-Braun 1999; Lau and Murnighan 1998; Stuber
2002 and Wright et al. 1995).

However, if diversity is not effectively managed, is it possible that higher levels
of diversity could perhaps also bring about potential disadvantages, such as, for
example, breakdowns in communication, increased levels of ambiguity, complex-
ity and confusion as a result of different perspectives, higher staff turnover levels
and levels of absenteeism among minority groups, as well as less integration and
community support in consequence of internal group influences, irreconcilable
views etc., as well as lower job satisfaction and motivation of diverse individuals
(e.g. Milliken and Martins 1996, Zenger and Lawrence 1989).

While some researchers conclude that diversity, when managed in a profes-
sional manner, increases organizational performance and thus, ultimately, organ-
izational success, (others point to an inverse connection between obvious differ-
ences and teamwork or performance results In the literature studies have shown
positive, negative and zero effects, and it is thus very difficult to draw any certain
conclusions regarding the connection of, for example, diversity with gender and per-
formance (e.g. Gilbert and Ivancevich 2000; Richard 2000; Stumpf and Thomas
1999; Pless 2000; Tsui, Egan and O’Reilly 1992).



178 Uta B. Lieberum

12.3 Gender Diversity Management

The potentially constructive or destructive influence of diversity on organizational
performance does not result automatically from diversity but is instead a function
of the management of such diversity; this is - ultimately — a mirror image of the
organizational culture (e.g. Gilbert, Stead and Ivancevich 1999). The costs and
gains companies encounter will vary, depending on how they manage diversity
(Dass and Parker 1999). They define Diversity Management “as a complete organ-
izational cultural change designed to foster appreciation of demographic, ethnic,
and individual differences”. That includes the modification of existing procedures
and practices, beginning with human resource management function. The aim is to
empower members of groups to contribute to the organizational targets and to de-
velop their full potential, unhampered by group identities such as culture or eth-
nicity, age, gender, etc.

Thomas (2001) differentiates between three stages of maturity with regard to
diversity. Organizations with a high degree of maturity view diversity as important
and profitable. They understand the difference between integration and diversity.
Companies with a low level of maturity see no connection between diversity and
its influence on the organization. Any intervention occurs only in crisis situations
and the main motivation for this is political correctness. Organizations with a me-
dium level of maturity are aware of the nature of diversity and its dynamics, but
they do not transform this knowledge into practice frequently enough. Such com-
panies tend to emphasize the value of harmony.

In the literature there are numerous models which attempt to categorize the ap-
proaches to diversity management (e.g. Dass Parker 1999; Thomas 2001; Thomas
and Ely 1996; Wagner and Sepehri 1999; Kohler-Braun 1999). In their 1996
model, Thomas and Ely distinguish between 3 different perspectives when dealing
with diversity. A fourth perspective (the resistance approach) was added by Dass
and Parker (1999): In the Resistance Perspective diversity management is re-
garded as an issue which is neither relevant nor threatening. These organizations
aim to retain their existing homogeneity and monoculture. This strategy is reac-
tive, and is characterized by denial, avoidance or manipulation (Dass and Parker
1999).

The Discrimination-and-Fairness-Paradigm is intended to achieve equal op-
portunities and fair treatment for all employees. The aim is to achieve a demog-
raphically representative workforce. This approach relies primarily on court rul-
ings, but it does involve more than just a basic interest in statistics.

In contrast, The Access-and-Legitimacy-Paradigm is based on the acceptance
and celebration of differences. The aim here is to achieve a situation in which the
characteristics of the employees correspond so closely to those of the important
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clients that access is thus gained to various markets and customers, thereby gener-
ating a competitive advantage on the market.

The Emerging or Learning Paradigm encompasses aspects of the second and
third approaches. As with the second approach, it promotes equal opportunities for
all employees; it also resembles the third approach in that it recognizes both the
differences amongst employees and the value of such differences. In addition this
approach connects diversity with approaches to work. The aims which can be
achieved by diversity include efficiency, innovation, customer satisfaction, per-
sonnel development and social responsibility. The learning and effectiveness ap-
proach aims at integration, whereby differences are recognized, together with their
respective value (Dass and Parker 1999; Thomas and Ely 1996).

The first two approaches correspond to a lower degree of maturity, the third
approach to a medium stage and the fourth approach to a high stage of maturity.

The different approaches include the implementation of different diversity mea-
sures. Various measures are involved in reaching a high degree of maturity. Cen-
tral for the estimation of the maturity levels are the intensity, implementation and
efficiency of possible gender diversity measures. These measures will be pre-
sented in the following section.

12.4 Gender Diversity Measures

The proportion of women in higher management levels at consultancies represent
between 0 and 10%, on average nearly 3% (Hordt 2002). These figures for the
consulting sector reveal that there are more barriers in progression to management
positions for women than men. As a result of these additional barriers, that exist
both inside and outside the work environment, women need more support on the
part of the company in developing their careers. Aspects such as the attainment of
equal opportunities for women and men and gender diversity, are central to our
study.

Here both internal and external communication with regard to gender diversity
are imbued with great significance, so that all participants can be kept informed
and become involved. Only if the aim is formulated clearly as company policy can
changes take place in the attitude of the employees and management. The poten-
tial of internal and external communication are manifold and serve to increase the
acceptance and promote the implementation of the measures introduced.

There are many methods of communication and these can be integrated into al-
ready existing information and communication media.
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The internal information and communication policy should cover all of the
supporting policies the company offers to promote the combination of family
commitments and career. It should, however, also provide information on active
“father support” to promote the acceptance of fathers wishing to spend more time
looking after their children, as well as external sources of information and events
for parents and employees with career responsibilities. Positive examples should
be given of how such support has already been implemented within the company,
as well as ensuring that employees receive updates on the company while they are
on their parental leave; details should also be given regarding any innovative sug-
gestions made by employees, and of any such ideas that have now been adopted
and implemented.

This information can be provided in individual discussions, on pinned-up no-
tices and circular letters, and by means of the intranet. In addition, internal infor-
mative events such as company or departmental meetings could be planned to fo-
cus on a certain topic, or demand-oriented meetings and consultation hours with
relevant personnel could be organized. Seminars could also integrate aspects of
the company’s “family-friendly” policies. The mission statement should be ac-
tively communicated, and someone in the company should be assigned the role as
the person to contact on such issues. Company brochures and employees’ newspa-
pers focusing on specific topics could also be distributed. A policy ensuring active
information and communication channels should lead to employees becoming pro-
active in finding out about their own needs.

External communication should be oriented towards a family-friendly company
image, integrating the company’s own concept of family-friendliness as well as
individual measures and any awards which may have been won for family-
friendly policies. This can then be supported by publishing internal and external
job advertisements which are non-gender-specific, and which, for example, refer
to the possibility of part-time work and explicitly state that applications from
women are welcome, “even” for technical and management positions. Advertise-
ments which promote the company’s image can be placed in newspapers and spe-
cialist magazines, and articles in the press (specialist magazines, conferences, bro-
chures) as well as membership of forums, working groups and networks focusing
on the issue can be utilized. In addition this topic could be developed as one of the
company’s main consulting focus points and thus attract exactly those clients who
have an equally positive attitude to this issue.

On the one hand the company’s supporting measures will be used more, which
means that the advantages already mentioned will begin to take effect. On the o-
ther hand the image of the company as an attractive and progressive employer will
be improved. This does, however, mean that the formulation of the specific aim of
gender diversity must put in an appearance somewhere, for example in the com-
pany’s mission statement or as a general long-term goal of the company. This pol-
icy of communication and information can be supported by various measures.
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Examples of these practices that serve to achieve gender diversity include (An-
dresen, Hristozova and Lieberum 2005):

e The employment situation of women in the company: increasing the number
of women in higher management positions; no differentiation between women
and men in part-time or full-time work and on parental leave; realization of
equal pay for women and men.

o Staff recruitment and selection: gender neutral job advertisements; same se-
lection criteria and methods for women and men; reintegration of women and
men after their parental leave.

e Personnel development and further education: personnel and career develop-
ment of part-time workers; support of women regarding expatriation as this
helps to reach top management positions; equal career paths for women and
men; (more or different) career counseling, mentoring and coaching programs,
cross mentoring programs; support of mixed leadership.

e Flexible working hours: part-time work in higher management positions; ena-
bling change from part-time to full-time work and vice versa.

¢ Information and communication policy: internal policy on equal opportuni-
ties; internal statements of co-operation between women and men in the
workplace; institutionalization of equal opportunities and partnership-based
behavior in the workplace.

e Service for families: support of child care; support for families and contact
during parental leave; guidelines for coming back after parental leave.

e Flexible job organization: working at home; telework, mobile telework,
teamwork.

Companies have to be aware of the fact that the failure of organizations to pro-
vide such support may deprive women of avenues for organizational success. In
addition, companies need to make use of the abilities and experience of women.
This last-mentioned control mechanism is required if we are to find out which of
the support mechanisms proves to be the most effective and efficient for compa-
nies, and to determine and steer an optimum level of diversity.

The idea of categorizing gender diversity approaches and the practice of gender
diversity measures leads to the following possible categorization where internal
and external communication is deemed to be a necessary prerequisite for a high
stage of maturity. The lowest level of intensity describes companies who do not
implement any measures or communication activities. Whilst at level four the goal
or the possibility of taking advantage of such measures is communicated, these
measures do not factually exist in the company. At level three, also, communica-
tion is both internal and/or external, but only general measures are implemented,
which have not only the goal of gender diversity. These measures are generally
limited to flexible working hours or the possibility of part time work, which can
be desired for other reasons. The second level includes internal as well as external
communication, but at the same time also ensures that several measures are im-
plemented which are aimed at fulfilling the requirements of gender diversity. The
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highest level is ultimately reserved for those companies who have aligned their en-
tire personnel policy in accordance with the need for achieving gender diversity,
and who communicate these successes both internally and externally.

This leads to the following intensity levels, which have been summarized in the
table below:

Table 12.1. Levels of Intensity

Levels of intensity

Level 1: Very high intensity

Companies which communicate gender diversity internally and externally as a company
goal and which additionally implement consequently measures in all personnel functions
with respect to gender diversity.

Level 2: High intensity

Companies which communicate gender diversity internally and externally as a company
goal and which additionally implement explicitly measures with respect to gender diver-
sity, such as supporting the recruitment of women employees or networking for women.
Level 3: Middle intensity

Companies which communicate gender diversity internally and/or externally as a com-
pany goal and additionally implement general measures not only with respect to gender
diversity, such as e.g. flexible working hours and the possibility of part time work.
Level 4: Low intensity

Companies which communicate gender diversity internally as a company goal but do not
carry out any measures to promote women in managerial positions.

Level 5: Very low intensity

Companies which do not communicate gender diversity as a company goal and do not
carry out any measures at all to promote women in managerial positions.

Compared with the categories applied in the previous section, the lowest level
five could be classified as the resistance perspective or a lower stage of maturity;
levels four to three would correspond to the fairness approach or a medium stage
of maturity, and levels three to two could encompass the access approach or a me-
dium to a high level of maturity. Levels two to one could then be classified as the
learning approach, in other words a high stage of maturity, whereby a decisive
factor would be the willingness of level two companies to continue their develop-
ment as a company. Exactly what this classification would look like for consulting
companies will be discussed in the next section.

12.5 Practical Evidence in Consulting Companies

2004 we run a survey within the 25 largest management consultancies in Ger-
many. The aim of the empirical study presented in the following sections is to in-
vestigate which initiatives are being taken by companies within selected fields of
activity to achieve gender diversity in management ranks in general. The follow-
ing questions should be answered through this investigation:



Gender Diversity Management in Consulting Companies 183

1. Do consulting companies in Germany pursue the goal of obtaining equal op
portunities and/or do they aim at profiting from gender diversity in their or-
ganization?

2. Do consulting companies communicate the goals of equal opportunities
and/or gender diversity (a) externally and/or (b) internally?

3. Do consulting companies proactively take initiatives in general that serve to
achieve the objectives of equal opportunities and gender diversity?

The survey started with the analysis of the homepages of these consulting com-
panies with respect to public statements and documents about gender diversity. In
addition, we investigated whether the 25 consulting companies implemented ac-
tivities to support gender diversity in general and/or promoted this topic by com-
municating it internally to their employees and/or implemented measures to sup-
port women. For this investigation we used structured telephone interviews as well
as an analysis of the contents of internal documents and brochures of these com-
panies. The survey attained a response rate of 36% for the consulting companies
(n=9).

12.6 Results

In most of the consulting companies the proportion of female employees was on
average around 20 — 30%. However, the percentage of female managers at partner
level is not higher than 5%. These results prove the assumption that companies do
not take advantage of the potential of their entire internal staff to fill management
positions.

Table 12.2. summarizes the results in relation to external and internal commu-
nication of the goal of gender diversity, and the implementation of measures to
reach the goal of gender diversity. In comparison, the results of the same investi-
gation of banks and insurance companies are shown, where the majority of em-
ployees are female, but also where on average not more than 7 % of the top man-
agement level are female.

Table 12.2. Empirical Results

Consulting Banks Insurance Companies
Companies
Statements on their | 3 (n=25) 12% 5 (n=50) 7.7% | 1 (n=28) 3.6%

homepage

Internal communi- | 7 (n=9) 77.8% |15 (n=18) 83.3% | 3 (n=10) 30%
cation

Internal measures to | 7 (n=9) 77.8% |12 (n=18) 66.6% | 3 (n=10) 30%
foster gender diver-
sity in general
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12.6.1 Importance of the Goal of Gender Diversity

Some companies, especially the larger ones, have partially recognized the need for
and the need to pursue appropriate measures. The comparison with banks as a sec-
tor with a high proportion of female employees, especially with reference to the
larger German banks, shows that consulting companies are on a par with them as
far as their activities towards achieving equal opportunities are concerned. The in-
surance companies, on the other hand, generally reveal fewer activities within the
area of gender diversity. It should be noted here that, especially with reference to
the interviews, only a small number of companies could be included. Neverthe-
less, there are signs of strategies being introduced within the sectors considered.
The following section will show the extent and type of the measures which are be-
ing implemented and pursued.

12.6.2 External Communication of Gender Diversity

The investigation regarding statements of gender diversity on homepages shows
that 12% of the investigated consulting companies have placed statements which
refer to this topic on their homepage, e.g. how to combine family and work or the
“Total Quality Award” (in comparison 7.7% of the banks and 3.6% of the insur-
ance companies). This kind of external communication is completed by a few of
the companies with public events and/or articles placed on the internet or in news-
papers and magazines (see Table 12.2.).

12.6.3 Internal Communication of Gender Diversity

By analyzing the responses of nine consulting companies with respect to the ques-
tion as to whether internal statements which declare the support of gender diver-
sity exist and what kind of measures have been established in the companies, the
results showed that internal statements regarding gender diversity had been made
by 78% of the consulting companies surveyed (in comparison 83% of the banks
and 30% of the insurance companies) (see Table 12.2.). Of those companies that
do not give evidence of their commitment on their homepage, some limited their
communication to internal interest groups. Most of the companies use internal bro-
chures to show for example the possibilities of flexible working hours or organize
internal road shows to discuss the possibilities and to find individual solutions.

12.6.4 Gender Diversity Initiatives

78% of the consulting companies implement specific measures to achieve the ob-
jective of gender diversity (in comparison 67% of the banks and 30% of the insur-
ance companies). Here it can be assumed that precisely those consulting compa-
nies responded to the qualitative section that has actually themselves already
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implemented measures. One of the reasons given by companies declining to take
part in our survey was that either they had no interest in this topic or that in prin-
ciple their company would not take part in surveys. Furthermore, several compa-
nies who took part in our study were large consulting companies who have made
themselves well-known in the media. This means that the results we obtained
could be quite different in the case of smaller consulting companies, of which
there are very many in Germany. This would have to be the subject of further re-
search.

In order to gain the advantages of gender diversity the organizations in the
sample work on several aspects of human resources management. The most im-
portant initiative is the implementation of flexible working hours in connection
with part-time work, which has also been implemented to some extent in higher
management positions. A few companies have implemented measures to improve
the recruitment of female applicants, and also measures concerning personnel de-
velopment, such as mentoring and coaching programs, as well as supporting
women’s networks within the companies.

In the banks and insurance companies measures had been implemented con-
cerning more flexible job organization schemes, providing the opportunity to work
at home, or telework, as well as special services for families, such as child care
support, active contact during parental leave and guidelines for coming back after
parental leave, and, albeit rarely, supporting women employees in their applica-
tions for expatriate positions. Based on the above presented framework and these
results the companies can be subdivided into five different intensity levels related
to the goal of gender diversity.

These intensity levels, described in a previous section (especially levels 1, 2
and 3) depend on the kind and the number of measures which have been realized
in the company, and on the effectiveness of the measures implemented. According
to the results there are only a few companies which implement activities designed
to promote equal opportunities, and that these companies very seldom reach the
highest intensity level. This means that they will not reach their potential level of
success (in terms of gender mix and organizational success).

Table 12.3. Categorization of the Companies Surveyed

Intensity Very high High Middle Low Very low
1 2 3 4 5

Consulting com- | 0% 33.3% 44.4% 0% 22.2%

panies (n=9)

Banks (n=18) 5.6% 16.7% 44.4% 16.7% 16.7%

Insurance compa- | 0% 0% 30% 0 70%

nies (n=10)
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It is striking that the consulting companies who do actively support women
employees usually implement several measures to do so. Here there are differ-
ences to the banks and insurance companies studied. Banks on average achieve a
somewhat lower level of intensity; however, there are more banks in this investi-
gation and therefore also smaller companies have been included. The difference in
comparison with the insurance companies is more obvious: only 30% of insurance
companies can be classified in the medium group and they therefore pursue gender
diversity to a lesser extent on average.

In the interviews with the consulting companies it was also established that in
principle there should be no distinctions made between men and women in per-
sonnel policy, but that only the qualifications should count. This finding is also
supported by interviews carried out in 2002, where representatives of the largest
consulting companies were also interviewed on the subject of women within the
consulting sector (Hordt 2002). In spite of this, measures were implemented, as
the proportion of women managers at top management level was and still is ex-
tremely small. In addition it was stated that resistance was particularly strong from
women, once special programs had been introduced, with the reasons for this be-
ing given as the fact that these measures would instead have the opposite effect
and hinder women’s progress.

This evaluation reveals the special culture which seems to predominate in con-
sulting companies: the focus is on the high qualifications of the employees and on
their level of involvement with regard to the company’s clients and the projects
that have been taken on. It is at precisely such high level positions that a part-time
position is untenable, thus making the combination of family and profession more
difficult, and thus leading to there being fewer women in higher positions, even
though in principle the opportunities for men and women are equal. The roles al-
located by society or by the family are decisive here, whereby in most cases the
traditional form of the division of labor in the family prevails. Nevertheless there
would still be other ways in which consulting companies could provide more sup-
port, thus enabling concurrent family and professional commitments to be a feasi-
ble prospect, even in senior positions. The project work to be done could be dis-
tributed among more people or simply distributed differently, so that both men
and women would be able to develop their careers successfully within a consulting
company, irrespective of the fact that they have a family as well. Hordt’s study
(2002) on the topic of women in the consulting sector provides similar findings.
Her investigation shows that the only significant criteria for working in this sector
are performance and efficiency, which are supposed to be non-gender specific.
The small proportion of women is explained as being due to the smaller propor-
tion of women on the labor market. However, other criteria were also identified
which were explained by internal factors, such as, for example, gender specific as-
signment procedures and a lower level of access to informal networks. Problems
with acceptance of women among clients were also mentioned (Hordt 2002).
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This points very clearly to the fact that although there are no official barriers
for women, internal unofficial barriers do prevail, which could be related to the al-
location of roles within the family and to the everyday attitudes toward and inter-
action with women in the workplace; these are therefore factors which are not
compatible with the working conditions in the consulting sector.

One possibility would be to consider the concept that there are no differences
regarding gender within the companies questioned and therefore that no measures
need to be implemented. Instead the goal to promote more women to senior posi-
tions should be actively integrated into personnel policy, with all departments ori-
ented towards this goal. This would call for changes to the company culture in
such ways that behavior and attitudes, management style and career opportunities
would be explicitly analyzed for discriminatory aspects and amended in the sense
of a change process. In addition, the goal of gender diversity should be communi-
cated clearly and pursued using those methods described in the introductory sec-
tions of this paper.

12.7 Résumé

There are many possible approaches for supporting gender diversity in companies.

However, several companies do use external and/or internal information plat-
forms to communicate the goal of gender diversity to the public and/or to their
employees. They also make arrangements for specific activities to implement
measures to reach the goal of gender diversity. There are differences between the
companies themselves and between the fields of activity, and these will have to be
examined more precisely.

Referring to this empirical study, we are able to state that consulting companies
use external and/or internal information platforms to communicate the goal of
gender diversity to the public and/or to their employees. They also implement spe-
cific activities that serve to achieve the goal of gender diversity. Although sugges-
tions on how to ameliorate the situation are frequently given in the literature, the
number of initiatives introduced by organizations in practice to support the taking
up of management positions by their female employees are somewhat sparse and
insufficient.

The number of women in senior positions is still low, and shows the minor ef-
fect such measures can have, should there be no appropriate changes made to the
company culture and if the management level is not included in the measures in-
troduced. The qualitative investigation could be based on a 360° analysis of a
tangible diversity practice, including as many perspectives as possible from within
the organization (for example employees, management, HR department, works
council).
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In a detailed analysis the companies which have a middle, high or very high in-
tensity level have to be split into different sections depending on the amount, con-
tent and effectiveness of the implemented measures.

Further research should also involve other industries in order to investigate po-
tential differences between companies with a high, middle or low proportion of
female workers. Also, measures contributing to gender diversity should be ana-
lyzed with respect to their efficiency and effectiveness. Additionally, consulting
companies of various sizes should be included in the study in order to gain mean-
ingful results for the consulting sector as a whole. It would also be important to es-
tablish Best Practices and then to quantify the costs and usefulness effects. There
is also still a need to determine an optimum level of gender diversity in manage-
ment ranks with respect to its impact on organizational success.
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13.1 Introduction

After decades of rapid growth, the consultancy industry is currently experiencing a
slowdown, which commenced in 2001 (Kipping 2002). For the first time, employ-
ees in this industry are faced with personnel reduction (Graubner and Richter
2003), hiring freezing (Bornmiiller 2005) or other alternatives to downsizing (Frit-
zel and Vaterrodt 2002) at such scale. According to employee data from 2001 to
2003 for Germany, five of the largest IT consulting companies have reduced their
personnel by 1,315 heads (Liinendonk 2002, 2003 and 2004). Now that consultan-
cies are planning to hire again, they are faced with one of the consequences of
these personnel reductions: the decrease in job security has in turn caused a de-
crease in employer attractiveness (BDU 2005). This example serves as an illustra-
tion of the negative consequences personnel reductions within the consultancy in-
dustry has had for both employee and employer. Consequently, both parties have
an interest in finding an alternative to job security. The alternative currently on of-
fer is called employability. Very generally, employability refers to the ability of a
person to obtain and maintain a job now and in the future. Ideally, employability
is based on a principle of responsibility shared between the organization and the
individual and if the idea of employability is embraced fully by employer and em-
ployee it has potential for creating Win-Win situations for both parties. We argue
that under certain conditions, offering support to staff that enables them to develop
their individual employability does present a viable alternative to job security. We
also argue that fostering employability of staff in a proactive manner will have a
positive effect on employer attractiveness in the consultancy industry.

To the best of our knowledge there is no contribution addressing the issue of
employability within the consultancy industry. Therefore our aim is to close this
gap and deliver first insights based on a pilot study that we carried out in the Ger-
man consultancy industry. For the purpose of the present article we offer some
further reasons for the relevance of employability for the German consultancy in-
dustry and then highlight activities both employers and employees can engage in
to develop individual employability.
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In the following sections of this article, we first focus on the industry-specific
demand for employability within the German consultancy industry. Then we pre-
sent some background information on the concept of employability and employ-
ability development referring to a conceptual framework for analyzing individual
activities and organizational offers enhancing employability. Finally, we will pre-
sent the results of the pilot study. More specifically, the pilot study has three re-
search objectives: (A) to identify areas of strength and weakness regarding em-
ployability activities for both employers and employees in the consultancy
industry; (B) to investigate differences between consultants and back office em-
ployees in the context of employability and (C) based on these results propose
several starting points for consultancies that want to strengthen their efforts with
regard to employability development.

We have put the focus of our contribution on the large IT and management
consultancies in Germany for three particular reasons. Firstly, Germany is the
second largest consulting market in Europe (BDU 2005). Secondly, large German
consultancies are currently experiencing the consequences of the above-mentioned
slowdown to a greater extent than small and medium-sized firms (BDU 2005).
Thirdly, IT and management consulting represent 88.5% of the consulting market
in Germany (BDU 2005).

13.2 Employability Demand in the German Consultancy
Industry

In this section we focus our attention on the industry-specific demand for employ-
ability caused by the relevant business context of the German consultancy indus-
try. Certain driving forces in the business environment may influence the demand
for employability. Such drivers can be developments in the industry and character-
istics of the market where firms operate. In this context, Riddell and Sweetman
(1997) distinguish between four major developments: fechnological, organiza-
tional, economical and demographical (see Figure 13.1.).

These phenomena and market characteristics influence the demand for employ-
ability in the German consultancy industry to differing degrees. In order to specify
the influence of the above-mentioned driving forces on the demand for employ-
ability within the German consultancy industry we have used data mainly from the
annual reports of the Federal Association of German Management Consultants
Bundesverband Deutscher Unternehmensberater (BDU 2005; BDU 2004) and an-
nual market studies (Streicher and Liinendonk 2004a; 2004b) which are focused
on the 25 largest players in the management and IT consultancy market.
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Labor
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Fig. 13.1. Driving Forces Shaping the Demand for Employability

13.2.1 Technological (Know-how) Development and Product Market

In an economic environment characterized by globalization technological devel-
opment is becoming more and more important with respect to organizational suc-
cess. Due to such development job-specific skills can become obsolete fairly rap-
idly (Blechinger and Pfeifer 2000; Neuman and Weiss 1995). Thus employability
is crucial for bridging skills gaps and continuing labor market participation (de
Grip et al. 2001). More specifically, technological development in the consultancy
industry leads to the continuous emergence of new managerial vogues. Conse-
quently, existing knowledge and skills regarding management concepts and tech-
niques have a short half-life (Kubr 2002). Furthermore, consultancy firms are con-
tinuously confronted with market pressure to keep a balance between the capacity
to offer new services and the ability to stay specialized in one area in order to
guarantee in-depth know-how (BDU 2005; BDU 2004). To sum it up, the inten-
sive know-how development and market pressures can be expected to have a
steady impact on the employability demand within the consultancy industry.

13.2.2 Organizational Developments
Organizational developments demand a high degree of flexibility, which can be

accomplished by being employable (Dielmann 1999; Riddell and Sweetman
2000). Organizational developments can be reorganizations and/or changes in the
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position of the organization that take place in a larger configuration like parent
company or franchise (De Grip et al. 2001). The more employees are involved in
such developments the stronger is the need for organizational and individual flexi-
bility. For 2004, the BDU reports a high number of reorganization activities within
the big consultancies concerning internal structures and reorientation towards new
services and clients (BDU 2005). Internal reorganization and new market orienta-
tion are typical strategies in turbulent times. Thus employability is particularly
important during times of crisis: on the one hand external employability can be
used as an alternative to job security and on the other hand internal employability
contributes to better organizational flexibility. Due to current organizational de-
velopments in big German consultancies the need for flexibility and respectively
for employability is relatively high.

13.2.3 Economic Developments (in Competition)

Recent competition in Western economies is focused on knowledge and innova-
tion capacity. In an international context firms are forced to adapt to changes more
rapidly (de Grip et. al 2001) and this leads to an increased demand for a flexible
and innovative workforce (e.g. Brown 2003; Bollérot 2001; Dielmann 1999). The
degree to which an industry is influenced by its international context depends on
how open it is. Openness of an industrial sector can be estimated by looking at ex-
port shares of the industry’s production (de Grip et al 2001).

According to market studies carried out annually by Liinendonk, in 2003 the
top 25 IT consultancies made 14% (1.1 billion EUR) of their total turnover with
foreign clients (Streicher and Liinendonk 2004). The same study reports less than
10% (304 Mio EUR) export shares for the top 25 management consultancies. Al-
though export shares do not differ to a great extent, Kipping (1996) as well as
Streicher and Liinendonk (2004) consider management consulting a “local busi-
ness”. On the other hand, the consultancy industry in Germany considers increas-
ing internationalization as an important driver for turnover in 2005 (BDU 2005).
This development could lead to a higher export-orientation also for management
consulting. In summary, openness of the IT consultancy sector can be considered
moderate, whereas openness of management consultancies is lower and therefore
less relevant to the demand for employability. However, increasing internationali-
zation is seen as a driver for turnover. This may positively influence export-
orientation of German management consultancies in the near future.

13.2.4 Demographic Developments and Labor Market

In Europe the aging workforce and a decreasing labor market inflow of younger
employees lead to two challenges where employability could contribute to a solu-
tion. Firstly, European employers, especially those in Germany, need to retain
their personnel longer (Commission of the European Communities 2005). A look
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at the German consulting market reveals the following picture: While the number
of consultants and junior consultants has decreased, the number of senior consult-
ants, project managers and partners has increased (BDU 2005). This development
in the German consultancy sector underlines a general tendency in the European
labor market. Secondly, knowledge-driven industries more than others experience
a skills shortage due to the above-mentioned demographic development and are
forced to participate in a “war for talent” (Chambers et al. 1998; Leitl et al. 2001).
In 2005, the battle for outstanding talent within the large consultancies in Ger-
many is likely to continue. Furthermore, people development and alternatives to
job security will be of central relevance for recruitment strategies (BDU 2005).
Employability also plays a central role with regard to career transfers. Due to a
“grow-or-go” policy (Kubr 2002) and a high number of separations in the recent
past (Graubner and Richter 2003) career transfers outside the organization are
common in consultancies. In summary, current demographic developments in the
German labor market have a strong impact on the need for employability in the
consulting sector.

As we have seen various kinds of developments influence the demand for em-
ployability in the German consulting business. In the short run this demand re-
flects the need for finding an alternative to job security. In the long run, it reflects
the need to build a flexible and innovative workforce possessing state-of-the-art
know-how regardless of age. Thus, we see the concept of employability as highly
relevant to the German consultancy industry.

13.3 Employability and Employability Development

Employability is very generally defined as the ability of an individual to enter
working life, keep a job or to find new employment (Blancke, Roth and Schmid
1999). However, other definitions include a range of different perspectives and
conceptual approaches, which are summarized in the following.

Employability may be understood as an organizational or as an individual con-
cept. When it is viewed as an organizational concept it refers to the degree of
flexibility of a specific organization’s staff with regard to placement, i.e. highly
employable individuals can easily be reassigned to jobs within the organization.
The need for this kind of functional flexibility in the consultancy industry has
been highlighted above. But more frequently, employability has been discussed as
an individual concept where employability refers to an individual’s ability either
to obtain or to maintain a job, i.e. enter the workforce or stay in it. Additionally, as
an individual concept employability may refer to an employee’s capacity to find a
different position with his or her current employer when necessary or desired (in-
ternal employability) or it may refer to finding new employment with a different
employer (external employability). For the purpose of the present contribution we
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focus our investigation on the individual concept of both internal and external em-
ployability.

An important question with regard to employability is how individual employ-
ability can be fostered and facilitated. While the aim of employability is to find
and maintain a job, employability development is seen as a tool (Bollérot 2001) or
strategy serving this aim. In this context, we understand employability develop-
ment as an action-oriented concept taking into account efforts of both employee
and employer aimed at obtaining and maintaining a certain degree of individual
employability.

Thus we differentiate here between (A) employability activities: employees’
activities that contribute to individual employability and (B) employability offers:
organizational measures aimed at enhancing individual employability. In the fol-
lowing we present a framework that encompasses both possible employability ac-
tivities and employability offers.

13.4 Employability Development Framework

This model, on which the remainder of this article is based, has been adapted from
a very similar model proposed by Andresen and Petersitzke (2004) which is in
turn based on a framework proposed by Lombriser and Uepping (2001). The
framework we use here has several advantages: Firstly, the model integrates em-
ployee and organizational efforts contributing to employability. Individual activi-
ties can largely be matched to corresponding organizational offers, which are also
framed as activities. Secondly, this framework illustrates the principle of shared
responsibility, which most authors in this field agree on: It is the organization’s re-
sponsibility to provide opportunities and an environment that allows employees to
craft their employability. It is the individual employee’s responsibility to then
make use of the opportunities available. Thirdly, this framework is specific
enough to derive fairly concrete management recommendations. However, this
framework also has some disadvantages. Most importantly, it disregards that em-
ployability efforts have to be embedded in an organizational culture, which en-
courages employees to care for their employability in a proactive way.

The employability development framework we use here divides activities for
individuals and organizations into four categories of tasks: Identity Growth, Self-
Organization, Qualification and Self-Marketing. Table 13.1. provides an overview
of the different categories and sub-categories. In the following two sections we
will describe individual and organizational activities in more detail.
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Table 13.1. Employee and Employer Activities (Andresen and Petersitzke 2004)

Employee

Employer

Identity Growth

Assess status quo

Identify direction for development

Provide assessment instruments

Provide Guidance

Self-Organization

Gather information on careers,
market, opportunities and require-
ments

Develop strategy

Make time for learning

Provide information on careers,
openings, market and require-
ments
Offer assistance with strategy,
training plan and access to ca-
reer advice

Engage in learning: Strategic level

Offer training and development:
Strategic level

Qualification . . . .
Engage in Learning: Operational ~ Offer development: Operational
level level
Maintain visibility Provide platforms
Self-Marketing Develop networks Offer training on networking

Share learning

13.4.1 Employability Activities

To enhance their employability, individuals engage in four sets of tasks or activi-
ties, which can in turn be divided into subtasks with associated activities. Table
13.2. - 13.5. detail the specific individual activities required. The first set of tasks,
labeled Identity Growth, includes all activities related to the individual taking
stock of his or her current professional situation and identifying a direction in
which to take his or her professional development based both on individual
strengths and preferences as well as on market demands.

Table 13.2. Employee Tasks, Identity Growth

Identify and Evaluate Direc-
tion for Development on the
Basis of Own:

Assess Status quo

Asking for feedback on per-

Professional Goals
formance

Get guidance from trusted third

parties Skills and Knowledge

Strengths and Weaknesses
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The second set of tasks details activities related to Self-Organization which in-
volves processes of information gathering, for example on present skill require-
ments for positions of interest, skills in demand on the labor market now and in
the future, career paths, and getting organized about when, how and what to learn.

Table 13.3. Employee Tasks, Self-Organization

Gather Information on Develop Qualification Strategy | Make Time for Learning

Career paths and labor market Set learning objectives On the job

Opportunities for qualification
inside and outside the organiza- Identify milestones Off the job
tion
Skill requirements for positions
of interest

The third set of tasks, labeled Qualification, describes the actual learning proc-
ess where different learning strategies complement each other to ensure employ-
ability in the short and in the long term, whereas reactive and preventive learning
strategies are closely tied to current and impending business needs, proactive
learning is geared at new knowledge that may influence the direction of the busi-
ness through its availability.

Table 13.4. Employee Tasks, Qualification

Engage in Learning: Strategic | Engage in Learning: Opera-

Level tional Level
Reactive Learning: Update
knowledge and skills to maintain Job Enlargement

current levels of performance
Preventive Learning: Extend ex-
isting knowledge and skills
adapting to changes already
planned
Proactive Learning: Acquire
knowledge and skills that may Job Rotation
become relevant to the business
Independent of business needs:
Acquire completely new areas of Project Work
expertise

Job Enrichment

Training off-the-job

The fourth set of tasks refers to Self-Marketing aspects of individual employ-
ability. In order to become an attractive candidate for a new position being well
qualified does not suffice. Ensuring that others within or outside one’s organiza-
tion know one’s profile of skills, knowledge and interests will increase the likeli-
hood of becoming eligible for positions one would not have known about other-
wise.
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Table 13.5. Employee Tasks, Self-Marketing

Maintain Visibility Develop Networks Share Knowledge
Demonstrate new knowledge
and skills to management and Inside the organization With others in your organization
peers
Inform HR about recent quali- With others in your professional

Outside the organization

fications network

Seize opportunities to make
yourself known in the organiza-
tion

In order to foster their employability, individuals should initially work through
these four categories engaging in the relevant activities. Once this process has
been initiated and an individual qualification and marketing strategy has been de-
veloped and put in practice, the strategy adopted should be evaluated and updated
regularly.

13.4.2 Employability Offers

Table 13.6. — 13.9. provide an overview of employer activities geared at support-
ing individual employability. The first set of tasks labeled Identity Growth in-
volves all organizational offers that support employees with identifying the direc-
tion in which they want to develop. These activities are integrated in a range of
organizational processes and vary from HR tools to facilitate self-assessment to
providing HR services such as counseling.

Table 13.6. Employer Tasks, Identity Growth

Provide Assessment Provide Guidance and
Instruments Counseling
360° Feedback Mentorship Programs
Online Tests Feedback on Self -Assessment
Individual Guidance by Internal
Development Center or External Career Advisor

The second set of tasks labeled Self-Organization mainly consists in offering
different kinds of updated information to employees and guidance on how to use
this information.
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Table 13.7. Employer Tasks, Self-Organization

Provide Information Offer Assistance

Develop individual training

Career paths plans

Access and support for external

Labor Market Trends .
career advice

Skill requirements for positions
in the organization

Updates of requirements after
innovations
Learning/Training Opportunities
within and outside the organiza-
tion
Job Openings within and outside
the organization

The third set of tasks, Qualification, entails traditional personnel development
activities such as providing training to cover needs derived from current and future
job requirements as well as offering job rotation, job enrichment, job enlargement
and project work serving development purposes. Furthermore, organizations can
offer a range of additional qualification opportunities that combine the organiza-
tion’s interests with labor market requirements.

Table 13.8. Employer Tasks, Qualification

Offer Training and Develop-
ment: Strategic Level
Adapted to current business

Offer Development: Opera-
tional Level

needs

Job Rotation

Adapted to future business needs

Job Enrichment

Adapted to potential business
needs

Job Enlargement

Adapted to professional devel-
opment needs

Project Work

Training oftf-the-job

Finally, the fourth set of tasks for employers involves supporting Self-
Marketing. In the literature, there are few recommendations as to how to do that
practically in the context of employability. However, it is central to provide oppor-
tunities for networking within and outside the organization. This can be achieved
by offering intranet communities for certain groups of employees, by encouraging
those wanting to increase their visibility to participate in cross-departmental pro-
jects or by organizing internal career fairs where business units as well as individ-
ual employees present themselves.
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Table 13.9. Employer Tasks, Self-Marketing

Provide Networking Platforms Offer Training f(?cused on Net-
working
Online In-house
Face-to-Face External provider

We have now presented the reader with a framework to analyze employability
development from an individual and organizational point of view. For the remain-
der of this article we will focus on an empirical pilot study we have carried out in
2005 in five of the top 25 IT and management consultancies located in Germany.
Five responsible HR professionals and 29 employees of these firms participated in
this pilot study. Further we have run two more interviews with representatives
from large consultancies also located in Germany. The outcome of these two in-
terviews has been used to support interpretation of the main results of this study.

13.5 The Study

The first aim of this study was to identify areas of strength and weakness regard-
ing employability activities and employability offers in the consultancy industry.
In order to make our analysis and recommendations as specific as possible, our
second aim was to check for differences in (A) degree of employability and (B)
activities for those members of staff employed as consultants and those not em-
ployed as consultants, i.e. researchers and members of support teams in back of-
fice functions. The third aim of this study was to derive and present some indus-
try-specific first recommendations on where and how organizations can strengthen
their efforts in order to enhance employability.

To achieve our first aim, we asked employees to which degree they engaged in
each of 34 employability activities calculating mean levels of activity. We also in-
terviewed a contact from the HR department of the participating consultancy firms
asking whether and to whom they offered each of 32 employability activities.
Items in our questionnaire and interview guideline were derived from the employ-
ability development framework presented above.

To achieve our second aim we divided our group of participants into those
working as consultants and those working in back office functions. We asked each
group to rate their current employability on an eight-item scale, which checks the
perceived likelihood of changing into different kinds of positions inside and out-
side the organization within the next twelve months (van der Heijden 2001). We
then checked for significant differences in perceived employability between the
groups using t-tests. We also investigated whether there are any significant differ-
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ences between groups in levels of engagement in employability activities, also us-
ing t-tests.

To achieve our third aim, proposing some industry-specific and fairly concrete
recommendations for developing organizational employability activities we com-
bined three perspectives (see Figure 13.2.) in our research methodology: From the
reported activity level of employees we identified those individual activities and
sets where activity level was particularly low.

Employee Perspective:
Low Current Level of
Activity

Employee
Perspective:
Indicated Need
For More Activity

Organisational
Perspective:
Low Current

Level of Activity

Fig. 13.2. Deriving Opportunities for Developing Organizational Offers

Furthermore, we asked employees which of these 34 activities they thought
they would like to engage in more actively to ensure their employability identify-
ing those activities that were indicated most frequently. We then identified those
activities where activity was low and a need was indicated. If these activities cor-
responded to an organizational offer that was not provided across the board by
most participating organizations to both employee groups, we singled those activi-
ties out as candidates which may usefully contribute to further developing em-
ployability offers in consultancy firms in Germany.

13.5.1 Investigating Activity Levels of Employees and Employers

Comparing the four sets of activities for employees we found that employees re-
port significantly less activity for tasks related to self-organization than for activi-
ties related to identity growth, qualification or self-marketing. Looking at individ-
ual activities we found that regarding self-organization, there is little reported
activity for developing a learning strategy, identifying milestones for reaching
one’s learning goals and managing time in a way that allows participants to learn
during working hours and outside working hours. Regarding identity growth,
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there is little activity for obtaining feedback from a mentor. With regard to qualifi-
cation and self marketing, showing interest in taking part in a job rotation and
keeping the HR department informed about one’s skills and knowledge are the ac-
tivities where involvement is lowest. On the other hand, employees report high
levels of activity for achieving awareness of own skills as well as strengths and
weaknesses. Interestingly, awareness of skills, strengths and weaknesses is a lot
higher than awareness of career goals. Furthermore, employees are highly active
regarding learning that is necessary to maintain current levels of performance.
They are very active in taking on new tasks that involve more responsibility for
the purpose of development and actively share their knowledge with others in their
organization. To sum up the above, on average participating employees show a
marked lack of activity regarding strategic and planning tasks (goals, learning
strategy, milestones, time management) that would form the basis of a systematic
endeavor to promote their employability.

The five participating organizations, on the other hand, engage in between 9
(for back office staff) and 24 (for consultants) out of 32 employability offers. As
the number of participating organizations is small, we are reluctant to over-
interpret results. However, there is a general tendency for participating organiza-
tions to engage in those activities that are usually offered by HR for reasons not
explicitly related to employability such as communicating internal job openings
and skill requirements for recently created positions as well as supporting devel-
opment activities that are initiated by employees themselves. Only 2 organiza-
tional offers are provided to both back office staff and consultants by all partici-
pating organizations: support with creating a training plan and qualification to
maintain current levels of performance. For consultants, another 3 offers are pro-
vided by all participating consultancies: communication of skill requirements for
positions within the organization and information about internal training oppor-
tunities as well as qualification that covers not only current skill requirements but
also future requirements that have already been decided on. On the other hand,
mentoring is offered to consultants in two participating organizations and 360°
feedback is offered to consultants in 2 participating organizations and to back of-
fice staff in one organization only. Written tests for self-assessment are offered to
consultants in 1 organization. Furthermore, only 1 consulting firm provides its
staff with information on labor market developments and no organization has in-
vited labor market experts to talk about recent developments. None of the partici-
pating organizations support their staff financially when they want to get career
guidance by an external provider. To sum up the above, participating organiza-
tions are least active with regard to progressive instruments for self-assessment,
offering career guidance (by way of mentoring or external providers) and offering
information on labor market trends.
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13.5.2 Investigating Differences between Back Office Staff and
Consultants

We investigated differences between back office staff and consultants with regard
to three criteria: (A) degree of employability, (B) level of activity for the four sets
of activities and (C) organizational employability offers available. Our back office
group included researchers as well as staff in support functions provided they held
at least a qualification at degree level. When we asked both groups to rate their
own employability, we found that back office staff reports a significantly lower
probability that they will change to a different position over the next year. Our
measure includes various possibilities ranging from changing to a similar position
in their current organization to changing to a position with more responsibility or
at a higher management level in a different organization. This measure has been
identified as a reliable measure of employability by van der Heijden (2002). Of
course, self-reports of employability only represent one perspective out of several,
but we think that the people concerned would generally be in a very good (if not
the best) position to estimate the likelihood of changing jobs, especially because
the difference in employability held true when we only considered those employ-
ees that reported that they are planning to change their jobs over the next 12
months. In summary, back office employees in our study report lower probability
of changing jobs. Based on these results we see back office employees as more
vulnerable in terms of employability.

However, this was the only global difference between the two groups that we
identified. Groups did not differ in their general level of activity with regard to
employability development nor were there any significant differences for the four
sets of activities. However, there were a few significant differences with regard to
individual activities: for example, not surprisingly, consultants were more in-
volved in project work. This result probably reflects the way consultancy work is
usually organized (Kubr 2002) rather than these individuals proactively seeking
out opportunities for project work. All in all, our results do not indicate signifi-
cant global differences in employee activities between the two groups.

With regard to employer activities, all organizations make at least as many of-
fers to consultants as to back office employees. One organization, for example, of-
fers 15 activities to both employee groups whereas another offers 23 to consultants
but only twelve to back office staff. However, a greater number of participating
organizations is needed to establish whether consultancy firms generally provide
significantly more employability offers to consultants.

This leads us to the conclusion that whereas consultants and back office em-
ployees do not differ significantly in their level of activity or focus of activity, back
office employees in our study are more vulnerable in terms of employability, i.e.
they estimate their chances of changing jobs - even if they want to - worse than
consultants do. What does that mean for HR management in consultancy firms?
The tendency that we see in our data is that back office employees are offered less
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than consultants in terms of employability development. However, if their self re-
port reflects their standing on the labor market well, this group of employees
needs more support from their organization to generate higher levels of individual
activity thereby compensating for lower self-reported employability. Furthermore,
our data indicates that back office employees do not need offers different from
those made to consultants but they need more of the same.

13.5.3 How Can Employability Offers Be Developed Further in
Consultancy Firms?

Our third research aim was to identify specific needs for developing employability
offers and derive some first recommendations. As mentioned above we are pri-
marily defining needs as those activities where employee activity is low (A),
where employees express a wish to be more engaged (B) and where a correspond-
ing offer is not provided by all organizations for all employees (C).

Concerning (A), we have already identified the main areas of low activity for
employees: getting feedback from a mentor, developing a qualification strategy,
identifying milestones, taking part in job rotations, making time for learning dur-
ing and outside working hours and informing the HR department about qualifica-
tions obtained recently. Therefore we now turn to (B), those activities where em-
ployees indicated a wish for more engagement. For the identity growth set of
activities, employees indicated a need for more feedback from mentors, more clar-
ity about professional goals and evaluating regularly whether they are still on
track to reach their professional goals. For the self-organization set employees in-
dicated that they wanted to gather more information about different possible ca-
reer paths and indicated a need to know more about trends, markets and indus-
tries. They also indicated a need for developing a qualification strategy and
planning their time in a way that allows for learning in their leisure time as well.
Concerning organizational support that is not offered in every organization and for
all employees (C), we have identified the following activities: mentoring, external
career counseling, information about the labor market, inviting labor market ex-
perts, trainings on networking, instruments for individual assessment, job re-
quirements for positions outside the organization and training and development
not focused on current or future job requirements.

Figure 13.3. summarizes the above-mentioned results. Further, the figure pin-
points overlap between the three perspectives: self-reported level of employee ac-
tivity, indicated need for more activity and level of organizational activity.

So what conclusions can we draw from the two perspectives — self reported
level of activity and need for change? Generally, the two perspectives indicate that
both identity growth and self-organization are areas which additional effort to fa-
cilitate employability should focus on. More specifically, there are three activities
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where low levels of activity and expressed wish for more activity coincide: getting
feedback from mentors, developing a qualification strategy and planning so that
there is time for learning. Additionally, there is the expressed wish for developing
clearer professional goals and gathering information about market trends and ca-
reer paths.

A. Low Level of Individual Activity in C. Low Level of Organizational Activity in

* Getting Feedback from a Mentor
* Mentoring

* Developing a Qualification Strategy

External Career Counseling
* Learning during Leisure Time

Inviting Labor Market Experts

¢ Identifying Milestones
* Information about the Labor Market

* Learning on the Job
® Trainings on Networking

* Informing the HR Department about Qualifications obtained recently

L . * Instruments for Individual Assessment
B. Need for More Individual Engagement in

N * Job Requirements outside the

* Getting Feedback from a Mentor Organization

*  Developing a Qualification Strategy ¢ Training and Development independent
Job Requirements

* Learning during Leisure Time

* More Clarity about Professional Goals

* Evaluating the Achievement of the Professional Goals

* Information about Possible Career Paths

v

Enhancing Individual Efforts in ... ... by Intensifying Organizational Offers like:
® Getting Feedback from a Mentor * Mentoring and Internal Coaching
* Developing a Qualification Strategy * External Career Counseling
® Learning during Leisure Time * Delivering Labor Market Information /Inviting Labor Market Experts

Fig. 13.3. Summary of Results regarding Individual Activities, Indicated Need for More
Activity and Organizational Offers

There are various ways of combining organizational activities to cover for these
needs. In our catalogue of organizational offers, these issues would be addressed
by mentoring (e.g. Ragins 1997), coaching (e.g. Kubr 2002) and internal or exter-
nal career counseling (e.g. Chung and Gforerer 2003). Additionally, some needs
can be addressed by very specific activities such as providing information about
labor markets online and inviting labor market experts to give talks to employees.
However, these offers do not seem to be part of the standard repertoire provided
by most organizations to all employees. Mentoring is offered by 2 organizations
and only for consultants, new employees or highest potentials. Internal career
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coaching is offered by 2 organizations for all employees. Only 1 organization of-
fers information about the labor market and none of the participating organiza-
tions invite labor market experts or support external career coaching or counsel-
ing. Therefore we think that these activities would be a good starting point to
strengthen organizational efforts to facilitate employability (see Figure 13.3.). In-
viting labor market experts and thereby delivering information that is industry-
specific can be easily integrated into networking meetings inside the consulting
firm. All except for one consultancy report to run several networking activities at
different levels and for different functions.

Additionally, we see two general options that have the potential to address most
of the issues described above: The first option is to introduce a mentoring system
open to individuals from all professional groups in the organization. Traditionally
mentoring is based on two behavioral aspects (Ragins 1997). The first aspect fo-
cuses on career development behaviors like coaching (Kubr 2002), i.e. “... spon-
soring advancement, providing challenging assignments and protecting mentees
from adverse forces” (Ragins 1997: 484). The second aspect of mentoring in-
volves psychological roles provided by the mentor, which include “... friendship,
counseling and role modeling” (Ragins 1997: 484). Our understanding of employ-
ability mentoring focuses explicitly on career development. The mentor’s tasks
with regard to enhancing employability include helping to identify career goals
and strategies, supporting regular re-evaluation of strategies based on goals, advis-
ing on new skills that will become relevant in the future, helping to identify oppor-
tunities to acquire those skills on the job and identifying opportunities to change
position within or — if necessary — outside the organization. In consultancy firms
the challenge is to free up senior staff’s time in order to make sure mentor and
mentee have enough contact time.

A second option is to offer financial support if employees want to obtain career
guidance from an external advisor. What could be the added value of an external
career advisor? Coaching skills, knowledge of trends and changes in the labor
market as well as the impact of changes on careers are central to the expertise of
external career counselors or career coaches. Various tools for self-assessment
suited to the needs of the individual can also be made available by career counsel-
ors. Also, in contrast to internal career counseling, external counselors can provide
complete confidentiality (Chung 2003). Furthermore, career counselors can pro-
vide professional support with developing an individual qualification strategy and
with making time for learning. In contrast to outplacement programs, career guid-
ance has a proactive character and focuses on identifying career opportunities
primarily with the current employer.

We now return to the difference between back office staff and consultants. We
established above that back office staff generally do not need support that is dif-
ferent from that needed by consultants. They just need more of the same. In the
context of consultancy firms, we understand “more of the same” as ensuring that
special attention is given to those in the organization who are more vulnerable.
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“More of the same” aims at giving special support to those who need to be more
active because they are less employable.

To illustrate this, we would like to give two examples regarding the content of
organizational employability offers: as consultants are significantly more involved
in project work than non-consultants, organizations should take every opportunity
to offer project work also to back office staff. The “more of the same” principle
can also be implemented in access to mentoring: we propose that back office staff
should generally be given priority over consultants in access to mentoring. BDU
reports (BDU 2004) have shown that downsizing starts in the back office, but em-
ployability mentoring as described above may facilitate re-placement within or
outside the organization only when it has been started early enough. Finally,
“more of the same” also refers to ensuring that organizational employability offers
are communicated proactively to back office staff.

13.6 How Can Employability Work in Consultancies?

At this point it is necessary to take one step back and shortly consider the concept
of employability from a more abstract point of view. Is employability really a suf-
ficient substitute for job security? Are employees going to accept this second-best
solution to their security needs? Critics have proposed that employability is a cun-
ning strategy to prioritize profit over people. We think that an employability de-
velopment program will be faced with resistance from employees due to a loss of
security, from the organization due to the apparent paradox of spending money on
qualifying people to leave the organization and from managers when they are
asked to prioritize learning over day-to-day tasks. Nevertheless, we think that an
employability development program can work under two central conditions:

The shift from job security to employability has to be made explicit by the or-
ganization by way of negotiating a new psychological contract involving a new
deal that is considered fair and balanced by the affected employees (Marr and Fli-
aster 2003). This implies the following: for many, job security still lies at the heart
of the employment relationship and employability will be considered the poor
brother of job security. Consequently, they may be incurring a significant loss
when job security is no longer offered. It is therefore crucial that consultancy
firms negotiate new deals by making the link between decreased job security and
additional employability support offers explicit. This enables consultancies to
minimize perceived losses of employees by offering tangible alternatives (Rous-
seau 1995; Hiltrop 1996). One of the aims of making an alternative offer is con-
serving the perception of fairness and respect for affected employees. The shift to
employability and the new offers this entails should be communicated not only in-
ternally, but also externally. Such communication can be expected to absorb some
of the consequences of decreased employer attractiveness observed in German
consultancies (Bornmiiller 2005; BDU 2005; Graubner and Richter 2003).
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Organizations have to choose a whole-hearted approach to implementing em-
ployability practices. As we have seen above, facilitating employability develop-
ment involves much more than the traditional personnel development activities.
Renaming IT skill trainings or leadership development programs into employabil-
ity practices will not suffice and is likely to have significant negative effects on
trust and commitment through disenchantment of staff (Grant 1999). Organiza-
tional employability programs involve a wide range of practices, some of which
may be new to the organization, such as facilitating access to skill requirements
for positions outside the organization. Also, to make employability efforts effec-
tive, organizations need a culture that is coherent with and encourages employees
to ask for training that incorporates employability goals and managers to act as
coaches. However, this is what it takes in order to introduce employability as a
credible follow-up model for job security. But why should organizations be inter-
ested in qualifying employees in a way that enables them to leave the organiza-
tion? The idea behind employability is not that organizations provide all sorts of
general qualifications to their employees in a selfless fashion. Rather, employabil-
ity-oriented qualifications offered by the organization should be those that have
relevance both to corporate strategy and to employees’ professional development
so that a Win-Win scenario can be created for both parties (Lombriser and Uep-
ping 2001). Furthermore, the fear that highly employable individuals will leave
the organization at the first opportunity may be unwarranted: Craig et al. (2003)
showed how a “full throttle” approach to employability became a strong driver for
employee commitment in the organizations surveyed.

13.7 Summary of Results and Conclusions

We found that back office staff and consultants differ in their self-reports of em-
ployability: consultants see themselves as more employable than back office em-
ployees. We found that from the perspective of employees there is room for im-
provement especially with regard to activities related to identity growth and self-
organization. In other words, individual development activities are doubtless tak-
ing place but individuals do not seem to follow an employability development
master plan where they have established clear goals and strategies for themselves.
We also found that participating organizations mostly do not offer those HR in-
struments that are geared at offering support with developing such a master plan
for all employees. We therefore propose for consultancy firms to engage in some
activities that are introduced specifically for the purpose of facilitating employ-
ability. We also propose to provide support mainly on the basis of a vulnerability
principle. Internal mentoring programs focusing on employability and/or support-
ing access to external career advisors present two options for further developing
organizational employability offers in consulting firms.
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