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Deconstructing a Myth 
What Do Consultants Really Do? 

 
 

We’ve all heard the stereotype of a consultant as 
someone who borrows your watch, tells you the 
time, and then keeps your watch. And although 
this characterization conveys a negative 
impression of a consultant as someone who 
would bamboozle you, it doesn’t cast you—the 
client—in such a favorable light either.  
 
Stereotypes are damaging because they can 
become “truth.”  However, healthy skepticism is 
warranted when consultants are promoting the 
latest fad du jour or magic bullet as a quick fix.  
The challenge you face as a prospective client is 
to understand the difference between consultants 
peddling simplified tools and packaged training 
programs that promise easy solutions, and those 
consultants who possess the experience and skill 
required to help you bring about sustainable 
changes in organization performance and 
profitability.  
 
Because business as usual produces results as 
usual, and rapid changes are ongoing in your 
environment, a well-crafted approach can be 

immensely beneficial for your company.  Struggling along, living with problems that can be 
solved, missing opportunities to add more to the bottom line, and dragging out change by 
trying to do it yourself, can literally put you out of business.  In fact, the National Tooling and 
Machining Association (NTMA) estimates that about 4,000, or one-third of our Nation’s tool 
and die shops have perished since 2000 with 100,000 or more jobs lost.  This is equivalent to 
a loss of some 54 BILLION DOLLARS of revenue in this industry. 
 
A Real Life Example: Here’s an example from the VP of Manufacturing in a privately held 
machine shop that illustrates both the ineffectiveness of popular tools, and a do-it-yourself 
approach.  It was originally posted on a lean manufacturing Internet discussion group.   
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I am the VP of Manufacturing for a privately owned machining job shop.  After 23 
years with Motorola, I thought I could help improve any kind of manufacturing 
process, but I was wrong.  I have had much training in JIT, Six Sigma, TPS, Kanban, 
Lean, Continuous Improvement, and some Black Belt courses.  
 
I am struggling with making quantifiable improvements that show up on the bottom 
line.  Currently we are a small team of individual players.  The organization has been 
together for 20+ years and the "old" mindset is "Things will never change.”  I've 
introduced ideas with the support of the owner only to have them fade after a few 
days with little impact.  I most often get sucked into the daily tasks of the business, 
thus causing even myself to let ideas drop by the wayside. 
 
I was hired with only one real expectation…. improve the bottom line.  I have not 
really accomplished anything in the past 12 months, and fear my position is short 
lived if I don't find the "correct path" to lead the team down.  Has anyone out there 
had these problems and pulled through?  Please advise.  I am open to any 
suggestions.  Best Regards, Tom 

 
The purpose of this article is to give you a better idea of how skilled organizational 
consultants approach the task of improving organization performance and profitability.  This, 
we believe, will enable you to choose intelligently, and get the maximum value from these 
services when you decide to use them.   
 
A Note on Terminology:  In this article, we make the distinction between organizational 
consultants and “tool consultants.”  Although both have the same goal, which is to help you 
improve your business, the approaches they use to achieve that goal are very different. Tool 
consultants, as the name implies, offer a set of tools or a standard methodology.  They come 
from the “one size fits all” school and believe that following their methodology will produce 
the intended result.   
 
Organizational consultants, on the other hand, approach your business as a multi-level 
system that must first be understood before a solution strategy can be crafted and 
implemented.  In lean manufacturing terms, tool consultants operate on a push system while 
organizational consultants operate on a pull system. Although both have access to similar 
tools, organizational consultants let the situation dictate which tools and methods to employ 
(pull), as opposed to leading with a predetermined solution (push).  This concept is reflected 
in Delta Dynamics’ motto, “client driven solutions.” 

 
What Do Consultants Really Do? 

 
Provide Perspective:  One of the things organizational consultants do is to provide 
perspective.  Everyone has had the experience of not being able to see the forest for the 
trees, or not seeing the big picture, or being too close to a problem to recognize an obvious 
solution.  All of these expressions refer to something we call perspective.  Perspective is the 
context that enables the movement from data to information to meaning.  Having perspective 
can be an extremely valuable advantage in many (business) situations; not having it can be 
disastrous.   
 
A problem many clients face is having too much data and being overwhelmed by it.  This can 
prevent seeing the broader strategic landscape within which alternatives and solutions can 
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be framed.  We often tell clients we see their organization from the outside in, and they see it 
from the inside out. The dynamic relationship between these two perspectives creates the 
context within which change can be planned and executed.   
 
There is a section in Speed to Market Lean Manufacturing for Job Shops, for example, that 
discusses companies with more than one business under the same roof.  When these 
businesses (which are distinct value streams) are not recognized, and are not differentiated 
conceptually and organizationally, they cannot be managed properly.  This leads to 
substandard performance with a loss of revenues and profits.  We can’t tell you how many 
times our outside perspective has enabled these value streams to be recognized.  It is often 
the first step in a program to reposition a business for profitable growth. 
 

 
 
Organization Design:  At Delta Dynamics, an inverted pyramid we call the “Delta Edge” 
illustrates organization improvement strategies by level of impact. It represents our 
organization design model, as well as one of the “lenses” we use to gain perspective. Very 
few organizational problems are isolated. This means they cannot be solved with static tools, 
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or stand-alone solutions.  Most require a systems approach with a multi-level perspective 
similar to the one outlined here.  The Delta Edge goes from the more abstract level of 
paradigm shifts, to the more concrete level of skills training.  Well-designed solutions 
integrate a combination of multi-level strategies.  This does not mean that every situation 
requires an intervention at every level (e.g., the business strategy may be fine).  It does 
mean that every level must be considered in the thinking that goes into every program and 
organization design. Notice that our definition of organization design is far more 
encompassing than merely structure. 
 
Solve Chronic Problems:  It seems like everyone these days is selling “solutions” in one 
form or another.  However, a primary reason to engage an organizational consultant is to 
address chronic problems that have resisted prior attempts to solve them.  Chronic problems 
typically are multi-level problems.  For example, many make-to-order businesses say their 
biggest problem is scheduling, and so look for a tool to support the scheduler (often a new 
computer system).  The Speed to Market approach focuses on the entire quotes to cash 
process, and its multiple levels, to provide the context to think through and implement an 
effective scheduling strategy and methodology.  
 
Sometimes problems cannot be eliminated, only ameliorated by making them less frequent, 
and/or less severe.  When you try to eliminate a problem that can only be lessened, you will 
not be successful because you are working from an incorrect set of assumptions, and are 
likely using an inappropriate solution strategy.  Trying to eliminate a problem that can only be 
ameliorated will frustrate you, and may very likely make the problem worse.   
 
Organizational consultants are trained to recognize the difference between these types of 
problems, and to bring the proper problem-solving strategies to bear.  With a deeper 
understanding of system dynamics in an organization, there can be improvements in 
scheduling, but the problem will never be eliminated totally.  There will always be schedule 
changes in a job shop environment due to the dynamic nature of the floor, and direct 
relationships with customers.  If the number of changes can be reduced and made less 
disruptive, this can be a satisfactory outcome. 
 
Introduce New Concepts and Methods:  One of the things that keeps management 
interesting as a profession is the steady stream of new ideas, tools, and techniques 
constantly coming down the pike.  This can also create problems, however, as tool 
consultants latch onto one technique or another, become instant experts, and then go out 
and peddle that technique as a cure-all for all the ills that afflict modern day organizations.  
This doesn’t really work, so the game is to jump on the next quick fix that is right behind it.   
 
Consultants who promote the latest fads are not interested in learning what it takes to bring 
about fundamental improvements in organization performance and competitiveness (or doing 
the hard work this entails, we might add).  Rather, they are only looking to play the “universal 
remedy game” over and over again.  You have only to witness the number of discredited 
quality consultants who are now experts in some new cure-all to see how this works.  It very 
easy to learn the concepts and jargon of any technique, and then set up a bunch of training 
sessions to teach people the new religion. 
 
This is not to say that new concepts and tools should be ignored.  Quite the contrary as new 
ways of seeing and doing things can be valuable.  However, the application of any new 
technique or tool must be understood in the context of your organization.  It must be 
applicable to your situation, and crafted to fit.  For example, tact time, a lean concept from 
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the mass production world, has little relevance in a job shop.  The same is true for statistical 
techniques that require large production volumes before they have any measure of validity.  
However, when a new idea or tool does not produce the intended result because it does not 
apply in your environment, or has not been tailored to fit, tool consultants will want to blame 
employees for lacking discipline or not following through.  Why?  Because the proponents of 
the cure-all could never imagine the technique itself could be at fault or be inappropriate!  We 
see this all the time with training programs that teach techniques and tools, but leave it up to 
participants to figure out how to apply what they learned back home.  For more on this topic, 
request our Job Shop Management Briefing, Are You Using the Wrong Concepts?    
 
Make the Implicit Explicit: Over time, organizations develop processes and procedures that 
make up “the way we do things around here.”  These are so taken for granted they become 
invisible.  These commonly understood ways of doing things become part of the woodwork 
and operate on automatic pilot.  The problem is that many processes and procedures can be 
grossly inefficient, or not even serve any useful purpose at all (even thought they may have 
served a purpose at one time in the past).  However, before you can make this 
determination, these processes must be made visible.  Several techniques are available.  
This work is tedious. However, it is an important component in any organization improvement 
program, and offers an opportunity to learn how your organization really works at a basic 
level.  
 
Provide An Organized Approach for Managing Change:  Another thing organizational 
consultants do is provide change leadership and project management.  This is particularly 
valuable because it’s almost impossible for most business owners to organize and manage a 
major change initiative while running the business.  The day-to-day demands of the business 
always take precedence over the longer-term infrastructure and people development needs 
that are necessary to move the business forward.  We manage change by designing 
solutions that are amplified by educating and training people at every level to use what they 
have learned.  Our innovative Weekly Performance Report ties it all together and provides 
the operational and financial information management needs to stay on top of the business in 
real time, as well as measure improvement.  
 
Impart Energy:  Overcoming the inertia of the status quo requires new energy.  Consultants 
bring the additional resources, energy, and focus required to make things happen at an 
accelerated pace.   
 
Bridge Communications Gaps:  Judging by the number of times we hear it, “poor 
communication” has to be the most prevalent problem in virtually every type of organization.  
This typically takes a bit of investigation to determine what people mean by “poor 
communication” which can be as simple as someone failing to acknowledge a message, or 
as broad as management’s failure to communicate business strategy and direction 
adequately to organization members.  Consultants working in the organization become 
aware of these communication deficiencies and gaps, and can function as an auxiliary 
communications network that “knits” the organization together.  Of course, part of a 
consultants’ role as an organization builder is to develop and implement more effective 
communications practices and procedures that will be self-reinforcing and lasting after they 
leave.   
 
Provide a Sounding Board:  Clients often tell us one of the functions they find valuable is 
our ability to act as a sounding board.  Often, they are not looking to us for answers; rather, 
they are valuing the dialogue that enables them to express their thoughts and ideas in order 
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to gain greater clarity.  When a clearing is achieved and an idea takes form, we are able to 
work through the details of implementation, and this often leads to a further refinement of the 
idea or strategy under consideration.  
 
Establish Performance Measures:  There is an old saying that if you can’t measure it, you 
can’t manage it, and organizational consultants typically work with you to establish 
meaningful performance measures throughout your organization. It’s often necessary to 
restructure information and communications systems because people need ready access to 
information required to do their jobs.  They also need to know what is expected of them, and 
whether or not they are meeting those expectations.   
 
A problem many companies face is not having the right kind of data to manage the 
organization.  For example, in many businesses, the focus is on financial results without the 
necessary understanding of the organizational processes that produce these results.  This is 
a little like looking at the scoreboard and making the obvious pronouncement that our team 
needs to score more runs, without understanding what has to be done on the field to make 
that happen.   
 
Provide Intellectual Stimulation:  Business people are often accused of working in their 
business to the exclusion of working on their business.  This refers to the tendency to 
concentrate on the day-to-day demands of running a business, and ignoring its longer-term 
developmental needs.  As organizational consultants, one dimension of our role is to engage 
members of the organization in meaningful dialogue about the current and future needs of 
the business, and how best to proceed developmentally.  These kinds of dialogue sessions 
are a way for organization members to take a step back from the day-to-day, focus on the 
future, and give thought to constructing their path to a desired future state organization.  This 
engages organization members in a different way compared to their typical day-to-day 
business experience.   
 
Education, Training and Coaching:  Consultants working with members of your 
organization are continually in an educational mode.  This may take the form of coaching 
managers in strategies to accomplish a goal, or how to introduce a new idea.  It may be a 
series of educational presentations, or even management skills development workshops. 
Again, content is determined by the needs of the situation (pull), as opposed to a 
predetermined agenda (push), and so is much more effective as a result. Developing 
communication, presentation, and influence skills are valuable contributions consultants can 
make to your organization and people. 
 
Dance with Me Henry: It’s important to recognize that consultants can do very little to 
improve your company if you are not an active, involved participant in the process.  Our co-
venture philosophy, and associated methodology, is designed to create the context in which 
meaningful involvement can take place.  A good client-consultant relationship in which 
everyone is working together towards a common goal is the necessary foundation upon 
which all subsequent organizational work and improvement is based. 
 
Summary: These are some of the types of things you should expect when engaging 
organizational consultants to work with you to improve your company’s performance, 
profitability, and competitiveness.  This is not a complete list as most consulting projects are 
dynamic, and it can be difficult to predict exactly what issues may come to the surfaces as a 
result of the project work.  These must be recognized and incorporated into the total flow. 



Page 7   
Speed to Market Summer 2005    

Copyright © Delta Dynamics Incorporated 
Phone 248 333 0482   www.deltadynamcisinc.com 

 
 

Meet the Delta Dynamics Team 
 

 
 
Introduction to Delta Dynamics:  At Delta Dynamics, our aim is not to run your business, 
but to make your business run better.  Our mission is to provide the perspective, expertise, 
and hands-on implementation support that will enable your company to enhance organization 
effectiveness, improve profitability, and build competitive strengths. The objective is to design 
and implement robust solutions that are self-sustaining. We do this by working with you in a 
co-venture relationship to design and implement customized programming that exactly fits 
your situation and business objectives.  Our approach incorporates the complete process 
from initial assessment and concept development, through solution design, implementation, 
and results measurement.  Our work is based on proven concepts and grounded in practical 
experience gained over many years working with some 500 clients in a variety of industries.  
We have developed a reputation for conceiving and implementing intelligent, cost effective 
solutions, and building more effective profitable organizations positioned for growth.   
 
 

Vincent Bozzone is the architect of Delta Dynamics’ Speed 
to Market Technology for job shops and order-driven 
businesses.  He recognized the lack of awareness regarding 
these types of businesses in the management sciences, and 
wrote Speed To Market: How to Cut Lead Time and Increase 
Profits in Job Shops and Custom Manufacturing Businesses 
in 1998 to address this need.  This was followed by Speed To 
Market: Lean Manufacturing for Job Shops in 2002, which is 
used in job shops and university courses around the world.  
He has also written several articles for professional journals 
and business publications, a chapter in the Handbook of 
Organizational Consultation, and two books on international 
business.  His programs have generated millions of dollars in 

new revenues and earnings for companies as a result of his ability to conceive, plan, and 
implement solutions for a broad range of strategic and operating problems.  He has led or 
supported more than 300 consulting engagements in a wide range of industries.  He is an  
MBA graduate of Columbia University where he won a Samuel Bronfman Fellowship to 
further the use of systems thinking to improve business decision making.  He is a Past 
President of the Association for the Management of � � � � � �� � � �	 � 
� � 
 �� � � 
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Donald F. Utter brings a combination of computer 
engineering, information systems, and organization design 
expertise to Delta Dynamics’ clients.  As a Senior 
Organization Design Consultant at Lucent Technologies, he 
implemented a breakthrough quality system in electronic 
assembly based on a scientific approach to soldering on the 
shop floor.  He led the mission to integrate a new 
organization design in the Network Systems Business with 
an embedded information system that increased the speed, 
quality, and impact of decision making in this critical 
business unit.  He led a number of similar efforts throughout 
the Lucent organization to enhance performance by 

combining information technology and organization design.  He has contributed extensively 
to the development of the Speed to Market technology, and works directly with clients to 
design and implement strategies to improve performance and profitability. Don earned a 
Ph.D. in Applied Mathematics from, Arizona State University; and an MA in Mathematics 
from the University of California, Berkeley.  He was formerly Chair of the Computer 
Sciences Department at Bucknell University.  
 
 
 

Frank Baker brings a lifetime of engineering and 
manufacturing expertise to our clients. A registered 
professional engineer with an MBA, Frank has  worked 
extensively in engineer-to-order environments as a general 
manager, project engineer, and plant manager.  He was  
responsible for performing all the required functions to sell, 
quote, engineer, fabricate, and build such diverse products 
as railcar components, shell and tube heat exchangers, 
food and pharmaceutical packaging machinery, and similar 
automated equipment. His latest assignment involved 
converting a traditional production facility into a lean 
organization working with a union labor force.  He 
introduced  pull scheduling, flow development, production 

metrics, multiple work center operations, and other advances which led to a 24% increase in 
productivity, and cut lead time from 94 to 60 days. Frank is a certified flight instructor, and 
has taught Operations Management and Organizational Behavior at Robert Morris College in 
Chicago. 


