
 
  

Consulting Network Diversification 

Idea In Short

Consultants can reduce network concentration and build a broader demand engine. The
practical priority is to make the underlying business problem explicit, choose a measurable
decision, and build a repeatable operating response. The strongest consulting practices
connect positioning, client value, commercial discipline, and delivery rather than optimizing
one activity in isolation. This article reframes the source material into an independent
editorial treatment, removes personal identifiers and branded references, and focuses on
principles that can be applied without relying on the original publisher or its programs.

The first decision should be explicit and testable. Define the buyer, operating problem,
decision context, and evidence required to judge whether the position works. This prevents
the consultant from confusing familiarity with demand and keeps the business focused on a
real economic constraint. A useful starting point is a short hypothesis that can be tested
through customer conversations, market research, or a bounded delivery experiment. 1 The
practical test is whether the approach changes a buyer decision, improves delivery
economics, or reduces avoidable operating risk.

Build a problem-led message

Useful insight is a form of evidence. A diagnostic, benchmark, decision framework, or
practical analysis can demonstrate how the consultant thinks before a contract exists. The
strongest material answers a management question rather than describing credentials.
Reusable insight also compounds because one good idea can support several stages of the
buyer journey. 2 The practical test is whether the approach changes a buyer decision,
improves delivery economics, or reduces avoidable operating risk.

Create a measurable pipeline

Consulting sales rarely close after one interaction. Buyers may need evidence, internal
agreement, budget approval, or time to compare alternatives. A follow-up system should
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record the issue, next action, owner, and useful evidence. It should distinguish active
opportunities from long-term relationships so commercial effort remains deliberate. 3 The
practical test is whether the approach changes a buyer decision, improves delivery
economics, or reduces avoidable operating risk.

Add channels without abandoning referrals

Referrals transfer trust efficiently, but they should sit inside a broader acquisition mix.
Partnerships, direct outreach, educational content, events, and targeted campaigns can
reach buyers outside the founder's immediate circle. Track each source by qualified
opportunities, conversion, margin, and sales-cycle length. The strongest channels deserve
more investment. The practical test is whether the approach changes a buyer decision,
improves delivery economics, or reduces avoidable operating risk.

Applying the approach in practice

The operating model should also specify what happens when the initial test produces an
unexpected result. A weak result does not automatically mean the underlying idea is wrong.
It may indicate that the buyer was poorly defined, the offer was difficult to understand, the
delivery process introduced friction, or the measure did not capture the economic outcome.
Consultants should separate those possibilities before changing direction. That discipline
keeps the firm from reacting to noise and makes learning cumulative rather than episodic.

A second consideration is capacity. A commercial improvement that creates demand faster
than the firm can deliver can reduce quality and weaken the very reputation the strategy
was intended to strengthen. The same applies to operational improvements that increase
complexity faster than they increase contribution. Management should therefore connect
each initiative to staffing, utilization, cash flow, client experience, and the ability to repeat
the work. The best improvements strengthen more than one of those variables at the same
time.

Finally, document the decision logic. A short record of the hypothesis, evidence, action,
result, and next decision gives the firm an institutional memory that survives individual
projects. It also makes delegation easier because other consultants can understand why a
process exists rather than copying it mechanically. Over time, these records become a
practical operating manual built from actual market experience.
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Implementation should begin with one observable constraint. Define the current condition,
desired condition, decision-maker, and evidence needed to judge progress. Then make a
change small enough to test but meaningful enough to affect the economics of the work.
Record the result and convert the learning into a repeatable practice only after the evidence
supports it.

The same discipline applies when conditions change. Technology, competitors, buyer
expectations, and internal capacity can make a previously useful practice less effective.
Review the assumptions behind the model, retain what still creates value, and replace what
no longer fits. The objective is not to preserve a method; it is to preserve the firm's ability to
create and capture value. The same principle should guide governance. Assign an owner for
the practice, decide how often it will be reviewed, and define the signal that would trigger a
change. Governance does not need to be bureaucratic. A short monthly review can be
enough when the underlying measures are clear. What matters is that the firm notices
deterioration before a commercial or delivery problem becomes structural.

For consultants, this creates a useful distinction between activity and capability. Activity is
what the firm does today; capability is what the firm can repeat reliably tomorrow. The
strategic value of a process comes from the second category. When a practice improves
repeatability, decision quality, or client economics, it becomes part of the firm's operating
advantage rather than another temporary initiative.

1Harvard Business Review
2Project Management Institute
3National Institute of Standards and Technology

Summary

The durable lesson is to treat the topic as an operating discipline rather than a one-time
tactic. Consultants should define the relevant buyer or stakeholder, establish the economic
objective, test assumptions, document what works, and review the result against actual
client and business outcomes. That approach makes the practice easier to manage and
creates evidence for the next decision. It also prevents a useful framework from becoming a
checklist detached from the realities of capacity, pricing, demand, delivery, and client
behavior.
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