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Background

= |ncreasing Initiatives towards client
professionalization

= Professionalization is resisted and contested both
among consultants and managers

= Client professionalization challenges the dominant
relationship-based model of selling and delivering
consulting services
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Research questions

1.

To what extent have measures of client
professionalization been implemented in Swedish
organizations?

What are the antecedents to client
professionalization?
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The research model
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Methodology

= Population: 500 largest organizations in Sweden

= Electronic survey to 351 respondents

» Targeted at employee responsible for purchasing MC services
= 104 returned surveys (response rate 29,6%)

» Arepresentative sample in terms of size

Number of 500 largest Respondents Turnover 500 largest | Respondents
employees companies (th USD/year) companies

0-1.000 25% 21% >200.000 3% 0%
1.001 —5.000 55% 60% 200.001- 500.000 38% 31%
5.001 —10.000 9% 7% 500.001 —1000.000 28% 35%

10.001 —15.000

4%

3%

1.000.001 —1.500.000

9%

13%

15.001 —20.000

1%

3%

1.500.001 —2.000.000

4%

3%

20.001 —25.000

2%

1%

2.000.001 —10.000.000

16%

12%

25.001 —30.000

1%

2%

>10.000.000

3%

5%

>30.000

3%

3%
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Operationalization

Level of professionalization

> Professionalized vs. nen
professionalized

Size
» Number of employees

Sector
» Manufacturing organizations

» Service organizations (industry
codes)

= QOwnership

» State owned, public sector, and
publicly traded organizations

» Privately owned organizations

= Volume of consultant use
> Reported extent of consultant use

» Reported spend on consulting
services

= Reason for consultant use

» Extent of use of consultants as
resources (e.g. Project
management, methods, etc. )

= Perceived power position

> Reported perception of
negotiations position, industry
knowledge, etc.
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Client professionalization in Sweden

Q: Has your company taken measures to support or
60 - regulate the use of management consultants?

40 -

20 -

Yes In the future No
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Policies and procedures

Guidelines for client-consultant
collaboration

Criteria for how to select consultants

Price lists for different types of

consultants/projects ® Implemented

M Planned
il Not implemented

Criteria for when to hire consultants

Guidelines for assessing and
evaluation of consultants

Guidelines for documentation of
activities

0% 20% 40% 60% 80% 100%
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Preferred suppliers

Q: Has your company defined any consultancies as
Qoreferred supplierso ?

45 -

35
30
25
£ 20
15
10

percent

0 | I
Yes In the future No
On average, clients have 8,4 preffered suppliers in the management consulting area
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Central unit

Q: Which processes in the use of consultants is

80 - )
the unit supposed to support?
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Selection of Contract Definition Coordination Evaluation Docu- Involvement Manage-
suppliers negoti- of project of ongoing mentation of empl. ment of
ations consulting of results project
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Size and professionalization

Company size in terms of Mean 95% Confidence Interval for Mean Sig.
number of employees

Lower Bound Upper Bound
Less professionalized companies 3278,7778 1992,2546 4565,3010 | 0,057
Professionalized companies 7775,4167 3011,7649 12539,0684

Relationship confirmed:

Large organizations are more professionalized
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Sector and professionalization

Sector | Manufacturing Service sector
Group sector
Less professionalized organizations 18 (45%) 37 (58%)
Professionalized organizations 22 (55%) 27 (42%)

Total

40 (100%)

64 (100%)

Relationship rejected:
Manufacturing and service organizations are equally
professionalized
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Ownership and professionalization

Ownership | High transparancy Low transparancy
Group
Less professionalized organizations 21 (50%) 34 (55%)
Professionalized organizations 21 (50%) 28 (45%)
Total 42 (100%) 62 (100%)

Relationship rejected:
High transparency and low transparency organizations are
equally professionalized
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Volume of MC use and professionalization

Question: how often does Group Mean 95% Confidence Interval for Sig.
your organization use the Mean
following consulting Lower Bound Upper Bound
services?
IT-consultants Less professionalized 5,1081 4,6062 5,6100 0,057
companies
Professionalized companies 5,7500 5,3038 6,1962
Organization/process Less professionalized 3,0270 2,4912 3,5628 0,041
consultants? companies
Professionalized companies 3,7143 3,2956 4,1330
HR/personnel consultants? | Less professionalized 2,9444 2,5169 3,3720 0,272
companies
Professionalized companies 3,2857 2,8549 3,7166
Strategy consultants? Less professionalized 2,4722 2,0112 2,9332 0,014
companies
Professionalized companies 3,3265 2,8488 3,3081

Relationship confirmed:
Professionalized organizations use more consultants
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Reason for MC use and professionalization

companies

Question: For what Group Mean 95% Confidence Interval for Sig.
reasons do you use Mean
Lower Bound | Upper Bound
management
consultants?
Project management, Less professionalized 3,7647 3,1331 4,3963 0,024
facilitating the change companies
process Professionalized 4,6667 4,1715 5,1618
companies
Objective and neutral Less professionalized 3,3529 2,6994 4,0065 0,003
analysis of the companies
organization Professionalized 4,5833 4,0937 5,0730
companies
Knowledge of methods | Less professionalized 3,4118 2,8412 3,9823 0,005
companies
Professionalized 4,4043 3,9772 4,8313

in ongoing (change) management activities f@

Relationship confirmed:
Professionalized organizations use consultants more as resources
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Power position and professionalization

Question: How do you Group Mean 95% Confidence Interval for Sig.
estimate your Mean
, Lower Bound | Upper Bound
company’ s ..
XbS32GA L (A {Lessprofessionalized 4,5667 4,0061 5,1273 0,571
the consultants? companies
Professionalized 4,7907 4,3141 5,0830
companies
XYYy 26t SR3S |Less professionalized 4,333 3,8496 4,8171| 0,117
consulting industry? companies
Professionalized 4,8636 4,4113 5,3160
companies
X 9 E LIS NRA Sy O { Less professionalized 4,3103 3,8433 4,7774 | 0,130
purchasing and using companies
consultants? Professionalized 4,8132 4,3674 5,2690
companies

Relationship rejected:
Organizations that perceive themselves as more powerful are not
more professionalized
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Summary

= About half of the survey organizations have
introduced measures to client professionalization

= Antecedents to professionalization include:

Size of the
organization

Volume of * Level of client
consultant use professionalization

View of consultants
as resources
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Conclusions

= Client professionalization may be seen as part of a
strategy to replace internal with external resources

= Client professionalization aims at increasing the
efficiency of consultant use rather than reducing the
use and price

= The symbolic use of purchasing procedures as a
way of signaling transparency and rational dealing
with consultants seems to be limited
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Next steps

= An international comparison between Germany and
Sweden investigating the impact of national
(business) culture on consultant use

g % 3 HANDELSHOGSKOLAN

I STOCKHOLM
ECONOMIC:



