
How to Sell New Business
and Expand Existing Business
Alan Weiss (Kennedy Information,
Peterborough, NH; 2002; 
ISBN 1-885922-88-4) $129.95

REVIEWED BY REES MORRISON CMC

This book is direct, pragmatic, and
reader-friendly. The fundamentals

covered in Part One should attract any
consultant to management. They are
these: We sell better if we believe in
the value we bring and if we can an-
ticipate and counter the four most
common objections. We’re more suc-
cessful if we describe the measurable
improvements we can deliver and if
we sell to the economic buyer (the
person who has authority to hire you
and write your check). Also, we
should price our projects by means of
various options (“Consultants who
offer options every single time, in every
proposal will increase their acceptance
level by at least 50 percent and in-
crease their fees by at least 50 per-
cent.”). Each of these techniques for
acquiring new business is brought
home in separate chapters. Part Two,
on expanding business with existing
or former clients, offers equally sound
advice—think a project (or four)
ahead of the current one, become part
of the client’s team, revive former
clients who have faded away, persuade
buyers to enter into a retainer agree-
ment, and seek referrals.

Weiss turns to anecdotes to fix
principles in mind; he offers lists, such 
as Ten Ways to Gain and Nurture 

Trust, and highlights important advice
in bold. “Challenges” invite us to
think how we would respond to a
client’s action, and Weiss gives his
answers. There are 100 Sales Skills,
each of which encapsulates a dose of
useful advice. He concludes chapters
with a short self-assessment to push
readers to reflect on the chapter’s
material. All the left-hand pages are
blank so we can record Action Items
and personalize the material. The
book comes with a CD that teaches us
how to listen during a sales presenta-
tion to what the prospective client
says and how to respond to four types
of buyers.

Weiss writes mostly for the solo
consultant. He assumes it is common
for clients not to know what they need
done and that our job is often to
define needs and priorities and then
respond to them. In fact, he says, if we
are simply responding to what clients
say they want, we are probably selling
a commodity. Another useful nugget
is his observation that competition
from other consultants is not the
major obstacle. He says we “face a far
greater threat from internal client
dynamics and opposition than [we]
ever do from external consulting com-
petition.”

Overall, this workbook comple-
ments Weiss’s seminars and by itself
makes a good workshop.

The Skilled Facilitator
Roger Schwarz ( Jossey-Bass, San Francisco;
2002; ISBN 0-7879-4723-7) $40

REVIEWED BY REES MORRISON CMC

This practical book deals with the
ubiquitous skill of facilitation.

Schwarz clearly and effectively lays
out a framework to help groups in-
crease effectiveness by improving their
processes and structure. This is not a
textbook, but a hands-on guide.
Schwarz’s approach to effective facili-
tation has ten elements. I will briefly
present four (space permits no more)
that seem most valuable. These four
subsume other elements, such as a
clearly defined role for facilitators
(substantively neutral, not a member
of the group, and a representative for
the entire group); skillful facilitators
are useful in many roles (coach,
trainer, leader, and consultant); and
skilled facilitators work best with a
systems approach (everything hap-
pening within a group is related to
everything else).

One important element of skillful
facilitation is Schwarz’s group effec-
tiveness model, which holds that pro-
cess, structure, and context are the
three most important factors in group
effectiveness. Processes include solv-
ing problems (the subject of the very
valuable Chapter Ten), making de-
cisions, managing conflict, commu-
nicating, and dealing with people
outside the group. Structure refers to
the relatively stable characteristics 
of a group, including mission and 
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values, membership, roles each mem-
ber fills, and group norms. Context
meshes the group with the larger orga-
nization of which it is a part, includ-
ing mission and vision, technology
resources, rewards, and the physical
setting for meetings. Chapter Two
explains each of these three factors
and their interrelationships.

A second important element are
the explicit core values of facilitation.
They are (1) valid information, which
requires group members to share all
relevant information, give specific
examples of behaviors, explain as-
sumptions and inferences, and inquire
whether people understand and agree
with that information; (2) free and in-
formed choice, which requires group
members to set the agenda, decide
when they will change topics, and
determine how they will operate their
processes. Two other core values—
internal commitment to decisions,
and compassion—are discussed but
seem less important.

A third element of skilled facilita-
tion is unilateral control theory, as
described in the excellent fourth chap-
ter. Research shows that, when we
encounter stress, resistance, and frus-
tration, most of us try to manipulate
others, win our points, withhold infor-
mation and our reasoning, and ignore
emotions. We assume we understand
the situation, that those who see it dif-
ferently don’t, and that those who dis-
agree with our views are wrong and
have questionable motives. We suc-
cumb to all manner of dysfunctional
strategies when our operative theory
is unilateral control. Skilled facilitators
understand its siren call and counter
with a “mutual learning model” based
on the core values of facilitation. In
that model, people try to act with
integrity, differences of opinion are
opportunities for learning, and more.

A fourth important element of
skillful facilitation is a set of nine
ground rules. These make great sense.
For both a skilled facilitator and a
group, effectiveness follows from test-
ing assumptions and inferences, shar-
ing all relevant information, agreeing
on what important words mean, fo-
cusing on interests rather than posi-
tions, discussing undiscussable issues,
explaining the reasoning behind ac-
tions and suggestions, advocating and
inquiring, making decisions jointly,
and resolving issues in such a way that
group members support the decisions.
The ground rules and Schwarz’s suc-
cess at bringing them to life are worth
the price of the book inasmuch as they
apply to any form of communication.
That being a large part of consulting
to management, I expect most of us
can find good value in this book.

Finding Your Way in 
the Consulting Jungle: A
Guidebook for Organization
Development Practitioners
Arthur M. Freedman and Richard E.
Zackrison ( Jossey-Bass/Pfeiffer, 
San Francisco; 2001; 
ISBN 0-7879-5300-8) $34

REVIEWED BY REES MORRISON CMC

This book covers a subdiscipline of
consulting—organization develop-

ment (OD), identified as a “system
wide and values based collaborative
process of applying behavioral science
knowledge” to developing organiza-
tional features that lead to organiza-
tional effectiveness. This book is one
of a series from the publisher that aims
to help OD practitioners better under-
stand their approach to consulting and
integrate it with their practices.

Chapter One is a rehash of 15
marketing methods with a veneer of
OD perspective. Chapter Two chews
over ways to identify whether the orga-
nization needs a consultant. Sometimes
we go to meetings, drive to the root
causes of whatever problems exist, and
find that prospective clients do not
need a consultant or that internal con-
sultants can do the job. Then the chap-
ter outlines five types of consulting
interventions. The next two chapters
explain the framework for OD con-
sulting and offer much value. Chapter
Three describes four types of consul-
tants—extra-pair-of-hands, training/
educational specialist, technical expert
(techspert), and OD consultant. Un-
like techsperts, who provide expert
solutions to mostly technical prob-
lems, OD consultants work collabora-
tively with clients to help them reach
their own solutions and learn while
doing so. Chapter Four takes us
through “eight philosophical beliefs
and values that truly competent OD
consultants share.” Among them are:
Treat the entire system; collaborate
closely with the client’s staff; train the
client’s staff to carry on by themselves;
and increase client effectiveness. OD
consultants focus on deep causes, not
shallow symptoms, which may mean
helping clients “shift their orientations
from needing what they want to want-
ing what they need.”

Chapter Five explains the four
basic competencies that all consul-
tants should have—interpersonal
skills, technical knowledge, consult-
ing expertise, and self-management.
No surprises here. Chapter Six has
sound advice on the selection inter-
view but differs little from what most
successful consultants already do—
understand clients and their circum-
stances; prepare before the meeting;
listen; and suggest ideas that show
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competence. We’re well advised to
treat the selection interview as if it’s
our first intervention with a new
client. Chapter Seven on proposals
and contracts is superficial. Chapter
Eight is strong, addressing the man-
agement of change. It explores force-
field analysis, which looks at forces in
favor of change and forces that retard
change, stated to be an essential foun-
dation for developing an implementa-
tion plan. And the chapter presents a
formula for facilitating effective
change. Finally, there are 23 pages of
references for continued learning.

The underlying attitude in the
book that OD consulting is generally
the best approach—along with the dis-
paragement of techsperts—displays
evident bias. Otherwise, this is a
straightforward guide to a school of
consulting, probably more useful to
novices than veteran OD practitioners.

Rees Morrison, Esq., CMC (rwmorrison@

hildebrandt.com) has been consulting with law

departments for 15 years to help them better

manage themselves and their outside counsel.

A former practicing lawyer and the author of 

six books, he is a Director of Hildebrandt 

International.

High-Impact Consulting:
How Clients and Consultants
Can Work Together to
Achieve Extraordinary
Results, Revised and
Updated
Robert H. Schaffer ( Jossey-Bass, 
San Francisco; 2002; 
ISBN 0-7879-6049-7) $27.95

REVIEWED BY CURT KAMPMEIER CMC

Despite the best intentions of most
management consultants, consult-

ing efforts frequently fail to produce
real benefits for clients. This is a seri-
ous problem—especially during the
current economic downturn—thus
the time is right for an updated edi-
tion of High-Impact Consulting. The
book explains why the traditional con-
sulting model is destined for frequent
failure and how high-impact consult-
ing—as employed in such successful
organizations as General Electric,
Motorola, the World Bank, Johnson &
Johnson, and Consolidated Edison—
produces results that make a true 
difference for both clients and con-
sultants.

In this new edition, Schaffer intro-
duces the concept of the implementa-
tion gap, which undermines most
consulting projects. “The gap is the
difference between (a) all the things
that a client organization would have
to do in order to benefit from a con-
sultant’s contribution, and (b) what
the client organization is, in fact, capa-
ble of doing.” He goes on to outline
exactly how this gap sabotages so
many consulting projects and how
high-impact consulting closes it.

Illustrated with numerous exam-
ples—including a number of new
cases—the book outlines the five 
often fatal flaws of traditional con-
sulting. The most damaging of these
is defining projects in terms of the
“products” consultants will deliver—
such as lengthy reports and recom-
mendations that the client must
implement—and declaring victory
upon the transfer of these products.
In contrast, high-impact consulting
declares victory only when mea-
surable and worthwhile results are
achieved.

Conventional consulting also pays
little attention to a client’s readiness
for change, while high-impact con-
sulting demands that projects be de-

signed specifically to match a client’s
motivation and capability. And instead
of aiming for single, grand solutions—
which often take years to implement
and call for changes well beyond the
client’s ability—high-impact consult-
ing divides large projects into rapid-
cycle subprojects that achieve tangible
results quickly, energize both clients
and consultants, and build momen-
tum for even more change.

Throughout, Schaffer emphasizes
the unwitting conspiracy between
clients and consultants that perpetuates
some of the practices that undermine
the effectiveness of their collaboration.
One example is the failure to set mea-
surable goals for a project, which pro-
vides an escape route for both parties
in case the project fails. In contrast,
Schaffer encourages clients to take the
lead and demand that consultants help
produce measurable results early in
the relationship, and thereafter at
every other step of the way.

The book contains many tables
and tools to help both clients and con-
sultants adopt this methodology.
Moreover, each chapter of the new
edition concludes with action steps—
some addressed to clients and others
to consultants—that offer explicit sug-
gestions on how to make sure their
collaboration yields greater results.

This book gets our highest recom-
mendation for all executives who use
consultants and for all consultants
who want results as well as fees and
repeat business. We consider it the 
single most useful current book on 
the actual practice of management
consulting.

Curt Kampmeier CMC (CurtKampmeier@

aol.com) has been working since 1973 with

owners of business and professional firms to

make better decisions about their strategy, 

leadership, and key people.
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