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Annotation

This publication tries to analyze the consultingtlmes and provides insights into a specific areh @nactice of the consulting work as well. The
authors analyze characteristics of three typicalsaat consulting processes, such as: Process timgsudvisory consulting and Inquiry consulting.
We can say that before the political changes aetiteof the 1980’s, in most Central and Easterrefgeain (CEE) countries, consulting service was
rendered by sector research institutes controliethé state or by different ministries. Consultegproaches in these countries were predominant
similar to the school of scientific management. €ldting hardly existed at that time. Since change the regime’s consulting linked to
privatization, firm restructuring and developmeasibeen developing significantly in all countri€snsulting has become a significant development
tool in this region (Podr, Gross, 2003). This toplould be mentioned, since we know and feel thasulting tasks play very important and
increasing role in life of companies!

In each segment, the consulting tasks have alrbagy required by effects caused by acceleratingepses, changing internal and external
conditions.

The market of consultancy is subject to an evereiasing interest, both among consultants and thedeo professional public as well. The focus is
often towards the size of the consultancy markietug which we have contradicting information, affedent analysts describe differently the
activities belonging under the “roof” of managemeonsultancy (Kipping, Clarck, 2012).

This study consists of two main parts. In firsttpiwe authors give an overview on literature ofdeof consultancy and on typical consultant
methods. In second part, analysis based on thiésedihe survey of management consulting metragiolvill be presented.

Today we can say that all three typical ways ofsetting processes: Advisory consulting, Processalbing, and Inquiry consulting, may be the key
factors for success for effectiveness of compaesoks, Edwards, 2014)

It must be clear that management consulting has beanged during decades. This change has beerdigunptive after global economic and
financial crisis.

KEY WORDS: Consulting, Management Consulting, Hum&esources, Process consultant, Inquiry consultéalyisory consultant.

Introduction not to solve everyday problems (Biswas, Twitch20i06,
p. 63).

It requires developing new methods and theoriebeo
achieved in practice. The actual work of the caasl
EB?egins with the link between the theory and practic

A survey: "Changing of Management consulting
methods in Hungary - 2015"has been conducted by the
Management and HR Research Center of Szent Istv

Umvtra]rsny in Hténgary.f he inaui | ua Customers typically choose those consultants wiso ha
The respondents of the inquiry were only consudtant ».e4qy got a "letter of recommendation”, whichams

The research aims: the interviewers focused on thﬁﬁey have already solved major tasks successfalig

praztical applit::atioE_of conﬁultanpydmodﬁlsa h offered such kind of problem-solutions to theireals,
mong other things, they tried to find the answer, -, solutions can not only be used successfallshe
what types of practical methods using by the cdasts,

shortest period of time but with the highest safas
during their process of professional consulting kvfar (Bissvas Twitchell, 2006, p. 64) g H

thedlns;allatloln and succdessfulll(mplemer;]tatrl]on. A According to Herbst (1995, p. 48), the competent
An they also wanted to know, whether the NeW.,,qitants do not tell the specific solution teeith
consulting methods and techniques are, and how a

hich litv th b 4in th " ents, but they elaborate it with them. In facis the
\;,)vra:gticgua ity they can be appeared in the condlting,qiast way to have it learnt by the clients, hovsolve

either alone similar problem or with less outsiddphin

] the future.
Who is a consultant?

A consultant is “a person who provides remunerate§onsultancy as a profession
professional help others. They can work in any "area
(Biswas, Twitchell, 2006, pp. 6-7).

There is a special consultants group who has maditg
knowledge of some field and they can advidéhen
clients have entrusted the consultants, their tiasially is

This profession was not born today. Management
consultancy (hereinafter referred to as consultpoay
look back upon nearly hundred years of history. as
independent venture, it was born in the US in tB&01s
and 1920's. Today we can hardly find an area oinass
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life, which cannot be connected to some kind of In our opinion, on the basis of the character @frth
consultancy busineg&ipping, Clarck, 2012). work, consultants can basically be put in the follig

The modern consulting “has got” almost hundredthree big groups (Brooks, Edwards, 2014):
years of history. But as an independent servicestrg e Resource consultantwho suggests solutions
has been significantly growing for the recent perio based on his expertise and experience and
There is a strong correlation between the amounts persuades clients about the correctness of these
spending on these areas and economic development solutions and gives assistance in the
(Gross, Podr, 2003). implementation.

In modern societies, freelance consulting compamées e Process consultantwho assists the client in
been willingly assigned by major enterprises, baakd searching for solutions with methods that
some other organizations of the state bureaucracy t facilitate and raise creativity of the client’s
explore their problems, waiting for problem-solving employees, and therefore the clients themselves
solutions as well. will be able to implement solutions.

There is a belief about the consultants for a tomg Inquiry consultant who builds relationships between
that this profession will be living well, when e@mic  consultants and clients which is more personakratian
recovery occurs, and even then there is no probiefiis  merely professional. All of these changes in thentls
sector at all, if there is a recession. After efinsultants requirements lead to the Inquiry Model of Consgtin
are always needed. We can say that consultinggsiofe  which meets the challenges of a more complex and
is an integral part of not only the economic tremds uncertain world. Schein (2016/a) calls this apphoas
business world as well. It is also important to wrihat  “Humble Consulting”. Through intensive coaching and
there is development in consulting services. (PB085, teamwork, it will be built a strong relationshiptiveen

p.9) consultant and his client (Schein, 2016/b).
Table 1.Consulting models
Consultant Emphasis The Advice Model The Process Model Inquiry Model
Achieve the Client’s desired

What is the Consultant’s task? Solve problem Solve problem

outcome

Consultant and Client work
together on human
relationships and
organization dynamics

Consultant transfers or
delivers knowledge to
Client

Consultant and Client are partners
on technical and social/ human
dimensions of change

What should the relationship between
Consultants and Clients be?

Client and Consultant each bring
different types of expertise to bear

Consultant is the exper

brings knowledge and Consultant is a ,helper” or

Who is the expert?

best practices

process expert

on achieving the outcome

How should the Client’s capacity be
increased?

Transfer knowledge in
the form of product or

Help clients learn to more
effectively work together

Client and Consultant co-create
knowledge needed to achieve the

outcome
High

—

Sourceprepared by the authors according to Brooks, Edsvé2@14, p. 19.)

service

Low (knowledge
transferable across
contexts)

How much attention should the Consultant
give to the uniqueness of each Client
organization or community?

High

While other practices or professions trace theatso
back several centuries, management consulting ss le
than 150 years old. We can find their early origihghe In the consulting process, the consultant cantyilb
end of the 19 century. “Advisory practices” began in the typical roles (Steele, 1975; Maister, 1993; Kub®98;
1860s in the United Kingdom. Niedereichholz, 1996; O‘Mahoney, 2010; Kipping,

Clarck, 2012):

o Expert Resource Consultarwho suggests solutions
based on his expertise and experience discussis wit

Typical roles of consulting process

Generally speaking, consulting is "a knowledge-tase
service, it can be sold and bought, but it cannet b

dropped on your foot, and it cannot be displayediin
shop-window. ,The service of consultant
intangible, hard to store and/or transport, anflcdift to
demonstrate its advantages to potential clientsle@vet

is often

the clients the correctness of these solutions and
gives assistance in the implementation. Expert
consultant transfer typically tacit knowledge. This
role is very typical in information-benchmarkingdan

al., 1999, p. 3).
In this respect of such services we need to hiphlig
four important aspects in the following:

e Human capital and knowledge intensive,

design consulting. Drucker (1979) called as
knowledge-provider the management consultant in
his publication even in a quarter century ago.

¢ High degree of intangible activities and services, Proces_s/PeopIe co_nsultanWho assists the c_Ii_ent in
ST o searching for solutions with methods that faciitand
« Difficulties in standardization, raise creativity of the client's employees; andréfiere,
e Intensive interaction between consultants and lien the clients themselves will be able to implement
solutions. The root of this approach goes back twt K
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Lewin (1935). This role has traditionally beenare 126 evaluable questionnaires, which were worth
demonstrated by organizational development andgshan working with them.
consulting (Schein, 1969 and 1987). The Process The methods:The SPSS statistical software package

Consultant typically transfers tacit knowledge. has been used for analyzes. The univariate statisti
methods were not used, because these methods @ie go
Analyzed problems and goals to examine one factor taken into context only. Heeve

. these methods are not suitable, when we want toiexa
1. Hypothesis: Based on the survey answers of then mper of factors can effect on one-anotfidre system
consultants, the statements about practical apjlit®f  .qntext can analyze and describe by the multivariat
consulting models, such as: (Advisory consulting,ethods.

Process consulting, and Inquiry consulting), can bg s considered to be a problem system-based appro
classifiedcoherent groupswhich can facilitate to explore In general the social phenomena are characteriged b

common features of consulting models and a summary 5 |3rge number of different correlated interrelattors.
useful |nf_orn_1at|0n obtained via survey analygishe H1 During the examination of processes, in this caging
hypothesis is checked by the results of the praicip he consuling processes, we have question about
component analysis). whether there is a relationship of the manifestatbthe

. . . processes and their characteristics. The multitearia
2. Hypothesis: Based on expressed opinions of usingynayysis methods are more important among the
consulting models, the consultants participatingthis procedures.

survey, can divide into clusters, in which certadvisory T explore the relationships, large number of sampl
activities and tasks can be relatively made oufoum ., st pe analyzed.

interpretations by the expert¢§The H2 hypothesis is
checked by the results of the cluster analysis).

The Principal Component Analysis model

3. Hypothesis: There is a significant difference between  When we use the Principal Component Analysis
those respondents who considered the strategialtmmgs model (Szelényi, 2002), we examined the interaction
as the most typical consulting activities of thedmpany, between all the observational variables, with the
and those experts who considered other consultingssumption that the reason why we perceive close
activities,— in their clusters based on hypothesis H2. (Theelationship between them or between certain graips
H3 hypothesis is checked by the result of the ghiase  them, because these variables, or those onesrpegtad
test). the same groups, do depend on varying but common
(mostly fictitious) facts or causes. These are ecall
The sample and methodsThe questionnaires have causative or background variables.
been made via Internet. The group of respondehts: t Depending on the method used, the common
consulting companies operating in Hungary. The eyurv background variables are callgatincipal components
period: (01.15.2015-04.27.2015). The sampling mittho (main factors) or simplyfactors And we generally
random sampling. assume that these variables being already unctdela
The sample: N = 126 respondents can be rated, up (mdependent), - compared to observational ones.
185 persons. Respondents can give their e-maileaddr The investigation aimed at determining the main
in case they want to receive the results of theareh, components or main factors is calleshalysis of the
but normally the questionnaires have been madprincipal components

anonymously. We can see that for example the agbea In this case we suppose that the variance of the
a distinguishing criteria include, which can haveup- observational variables (the variability of the#dwes) are
forming attribution. fully explained by same number of background vdeiab

The questionnaires: There are 30+5 questions: 10 or principal components namely in such a way that a
guestions to Advisory consulting, 10 questionsniguiry ~ numberq < p of them can be chosen, which on the whole
consulting, and another 10 questions to Inquirydetermine most of the variability in the observatib
consulting. +5 questions : how many years is helshe variables (their variance), while the effect of tbiher
this profession, the origin of his/her company owhe, variables keeps getting smaller and consequertly dne
number of the staff, how many consultants are thenat  negligible. (Szelényi, 2002)
are the most typical consultant activities in their
companiesThe respondents answered to 30 questions byhe cluster analysis

5 gradelikert scale (from 1-absolutely disagree to 5- .
g ( y g When we use the cluster analysis, for example we

absolutely agree)There were multiple choice options in . -
y agree)r P P examine, whether there are professional separagdd w

+5 questions. As an introduction, there were twoh ed ; q based
questions is: gender and age interval, characterized groups of respondents, based on aswe

The database: The Excel database has beenrelating the consulting methods and techniques.
introduced. However, these data we had to be "¢lean No sooner had we identified these groups,  we
because these ones were not all evaluable respdfares concretize the hypothe_ses of the cross-tabblngyansal
example there were some of the respondents whaatid ,(,1'3)‘ For_ exanlple, i t,he gustomer_-ce:'ntrlc , the
select the gender, the age, and what is more there process-oriented" and the "creative thinking" greware
who did not sign the grade of the scale. That iy thlese well separated aspect to the gender / age groegs The

ones have been removed from the database. Thus ther
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groups formed the basis on investigatstatement of Output and analysis: Now let us have a look at the

the characteristics of the consulting models. details of the output. Analyze the results obtajnead

1. Hypothesis: verify the results of the principal check the correctness of the hypothesis.

component analysis. Result (H1):

2. Hypothesis: check the relevance of the resultthef According to the KMO (0.588) and Bartlett's test
cluster analysis. results (p <0.01) the data are adequate to rupriheipal

3. Hypothesis: was tested by the result of the chiasgg CcOomponent analys_|s._ _ _
test The results of principal component analysis: Thst fi

nine principal components considered to be sigmific
cumulative explaining ratio: 63.00%, which is stodbe
sufficient.

The results’If one does not know what he/she wants According to the respondents of the technical esper
to achieve, not to be surprised, if he/she achieveand based on the result of the principal component
something else.{Herbst, 1995, p. 76) analysis, we can say that the typical statements of

different consulting model have been formed mixed
groups (Table 2.).

Statistical results

Table 2. Nine significant principal components (PCs) argirtprofessional compositions

Number of |The professional |The composition of principal components Explained
principal meaning of PCs variance
component (%)
1. The necessity of |1. The growth can be achieved by continuous learningna ability for changing and 11,66
process consulting being renewed.
and client’s 2. The client can learn how he thinks about the proble and how he processes availah
involvement data.

3. The common knowledge of the consultant and cliemhacessary for achieving goals.

4. The consultant and client work together with issuesf human resources and
company operation

5. The consultation process is characterized by coopation, interaction, agreements fo
real problem solving.

6. It is advantageous if the consultant and clierntiecbland process information together.

7. The growth can be achieved by continuous learningna ability for changing and
being renewed.

2. The role of 1. The client gets the value of growth via productsemvices. 8,44
consultant in 2. The consultant assists the process of solutiowémyecase.
moderation 3. In every case the clients accept the advice ofudtarg, concerning for changing, and
they also want to realize it.
4. The consultant accompanies the clients throughoutlethe process.
3. Dynamical 1. In this changeable and uncertain business envirohthe dynamic knowledge needed 7,41
knowledge and rather than static knowledge.
creativity 2. ltis a creative construction process, where neswhedge has been generated by for
companies.
4. Problem orientatior)1. In case of advisory consulting, the main task efdbnsultant is solving the problem. 6,74
2. There is hierarchical link between the consultamil éhe client.
3. The problem solving is in the centre of the procesonsulting.
5. Common diagnosig1. Advisory consultant diagnoses the problem with hislient. 6,36
of the problem and |2. The 5-steps model of advisory consulting can bd fmeeach customer as well.

application of
advisory consulting

6. Client orientation |1. Services to clients is unique, and customized. 6,30
2. The consultant’s task is achieving the resultdfyeanted by the clients.

7. The cooperation of|1. The consultant and client make together the stepd process and conditions. 5,64
the consultant and |2. The consultant and client work as partners togethaing the consulting process.
client, and universal3. The solution is made by the advisory consultant,taused in case in other problems|as
specificity of well.
solutions of advisor
consulting

8. The mediation of |1. The consultant mediates his professional knowleaglegood practice for clients. 5,47

professional
knowledge and good
practice
9. Assistant-, or expeftl. The consultant plays helper or expert role duringconsulting process. 4,98
consultant
Note:Bold = statements of process consulting moielic= statements of advisory consulting model; undedin statements of
inquiry consulting model.

Source: Authors' calculations based on survey: ,SONTING MODELS IN PRACTICE” (2015)

The conclusion is that the consulting activities aot It is interesting that the statement of two differe
based on a specific consultancy model by the ctarstsl models (the process and inquiry consulting) give th
but they apply mixed the different consulting teiciues  professional information content of the exampl® 6
as well. principal component, these allegations have clearly
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similar professional connotations, which meansamu§  been chosenThe principal component coordinates were

on the clients’ needs. used to the cluster analysis (Table 3).
There were 127 respondents in the survey and 88
Result (H2): respondents fully completed and rated the consyltin

Based on consultants’ opinions of the functionhef t models. From the remaining 39 ones could not formed
consulting models, the K-means clustering methosl hathe principal component coordinates, so these &xper
were not included in the present study.

Table 3.The cluster averages (centroids) for standardizedtipal component coordinates using K-means efusg
method for grouping respondents by their opini@rsoperation of consulting models

Number of the The professional compositions of principal compongs Clusters

principal

components 1 2 3

1 The necessity of process consulting and client/slirement -,0018§ -,0684 ,3241

2 The role of consultant in moderation ,0662 ,0097| -,2077

3 Dynamical knowledge and creativity ,1578 ,4913|  -,9296

4. Problem orientation ,6082| -,3796| -,0024

5 Common diagnosis of the problem and applicatioadvisory consulting -, 716)7 ,2939 ,2428

6 Client orientation ,2420( -,1523 ,0260

7 The_‘ cooperatlon_ of the consultant and cliemd, @niversal specificity of solutions of 4137 0037|  -5005
advisory consulting

8. The mediation of professional knowledge and goedtire ,58471 -,2286| -,3831

9. Assistant- or expert consultant -,1607 ,5669| -,6697

The number of elements of clusters 26 38 23

Source: Authors' calculations based on survey: ,SONTING MODELS IN PRACTICE” (2015)

In case of the standardized principal componensame as the neutral, and indifferent). Based onKthe
coordinates, the positive average value within wstek  means cluster analysis formed as a result of ttitesters
indicate that the consultants of a certain clusi@reed can be characterized as follows (Figure 1):
more with statements defining the professional Cluster 1: consultants being problem and customer-
information content of the examined principal oriented, having professional knowledge and apptieg
component, compared to the other clusters. Opposigood practice;

characteristics are being typical to clusters wiggative Cluster 2: consultants having dynamic knowledge and

centroid values. importance of creativity, being helpful and advisor
The zero cluster centroid is approximately indisate consultants;

that the consultants of that cluster gave an aeeraig to Cluster 3: consultants being process consultants do

the statements via the main component, (which ighe not pay attention to dynamic knowledge and cregtivi

L

- !If I | | !_7 I

PC1 PC2 PC3 5 PCHB PC7 PCE PCY

The clusterayeragen for
vitandardized principal
compone nt coordinates

555833

NOmcter1 NOmser2 (mcter3

Fig. 1. The cluster averages for standardized principalpzoment coordinates
Source: Authors' calculations based on survey: ,GONTING MODELS IN PRACTICE” (2015)

It is interesting that based on the results ofdluster  client-oriented consultants. The first cluster is a
analysis we cannot speak about "distinct" probleand combination of both types of them.
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Result (H3):

Based on the results of the chi-square test (p130.0
significant difference has been justified amongstho
respondents that the strategic consulting of th@inpany

The sample is large enough from a statistical
point of view, although disparities were found in
the stratification of the organisations
investigated. By this way, we mean that, within

is considered as the most typical consultant aEs/and
among experts checking other consulting activities
clusters (Figure 2).

Those consultants of enterprises who utilizing the
possibilities of strategic consulting, can be digantly N
found in higher proportion in the first cluster and
considerably in smaller proportion of the third stler.
Summarizing the typical things of theirs, we cap sat
these consultants are both problem- and customer-
oriented, appreciating professional knowledge anddg
practice. There are relatively few ones among them
preferring the process consulting.

the whole sample, the number of respondents is

not distributed as evenly as the consulting

companies in the different sectors of this
business activities.

One of the biggest problems facing management

research in emerging and transition countries

lies in the difficulty of accessing respondents.

Our efforts to use the web-survey method have

not been very successful in these countries

(Budhwar et al. 2010).

e This is an initial presentation of what promises
to be an interesting long-term research project.
More packaged comparisons of combinations of
practices and executive perspectives, both across
nations within the region and in comparison to
other countries (such as Eastern, Western
Europe and North America) are also potentially
useful areas for further analysis.

100%
80% 1

1 p
60% v Cluster 3

a0% u Cluster 2

Y ® Cluster 1
20% 17

0% -
No Yes

The strategic consulting is the most typical activity of the
company
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