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ABSTRACT

This study has been aptly entitled " The Application of Marketing Strategy in M anagement
Consulting Services' The setting for the purpose of this study is based on the case of New Idea

Management Consultants Company Limited Kaduna, Nigeria

The role of management in marketing is to employ an assortment of marketing variable to craft an
effective marketing strategy to actualize the objectives of the firm. The am of al business
enterprise's strategy isto evolve a path finder that deals with the opportunities in both real
(actual) and assumed (probable) situations; hence for an efficient resource converting enterprise
organization, the marketing functions must of necessity be guided and operated base on the

millieu of marketing strategy.

The globd challenge faced in management consulting are basically two fold. It is about the
development of professona competence and the marketing of the management consulting
services. More often than not, the latter problem is either not given consideration or the former is
given an overwhelming consideration at the expense of the later. Thus the challenge faced by
management consultants in the effective and efficient marketing of their services become an

obvious interest as a research problem.

Data collection for the sudy was centre around exploratory and descriptive research. The
instrument/material for data collection include management questionnaire and interview,
documentary and observation. The results from the analysis of collected data indicated that the
firm believe in the imperative of marketing philosophy and the specific way and manner by which
the firm apply marketing strategy in its management consulting services is pervasive and

Vi



integrated marketing process has been put in place by the firm as a carrier form for the effective

management of the marketing mix elements.

Future study will undoubtedly have to focus on the marketing strategy audit system operation;
And advertisement which remain the only promotional tool that has not been fully explored by
management consulting firms and comparative studies of firm's application of marketing strategy

to management consulting services.
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.~ CHAPTER ONE
' INTRODUCTION
INTRODUCTION

4

Markets, Marketing and Marketing strat’é:gil: seldom éxpe;;ence static conditions,
especially today, that technological change and planned innovation have accelerated the
pace of competition. Even successful product(s) or sérvicets) have a shorter expectancy
of life than a few years ago. The cost of new service and product grow remorsely each

year whilce the risk of failure hunts the drcams of entreprencurs. Lack of success with a

new product or service may involve a company in subsiantial financial loss, apart from the

 social cost resulting from short time working or closure of shop'. All firms over the whole

§pectmm of industiry and commerce should develop their marketing skill through the
application of marketing strategy to their operation so as to be on the safe side of business
operation because it is no longer séfe to assume that certain traditional markets will always
remain the preserve of old established or well known services or products offeror(s) or

manufacturer(s).

Vastly improved_ technological methods as faster iransportation means and
tc:lec:o111municationE facilities aé telex, telefax, télephone, internet server and E-matl have
brought competitors nearer to each other as well as to consumers; And access to markets
has likewise, become easier. Technologies aré now Qidely dispersed globally, thus no
single firm can remain the workshop of the world with unique services or products

without an effective and efficient application of marketing strategy 1o business endeavour.

EASHIM [BRAHIM LIBRARY



Marketing management has the sole responsibility of identifying customers, of evaluating
the present needs and also of predicting their likely future requirements. Drucker (1961)?
stress this last point: Management has to live in both the present and the future. Future
opportunitics must be examined realistically, and critically surveyed in the light of the
present state of the organisation. The enterprise must be kept healthy to ensure that it will
five to enjoy the ﬁ1£ure successes which are planned. Marketing management should aim,
therefore to retain the initiative in their product/service markets by careful planning

innovative services/products in collaboration with technical experts.

More than ever béfore, it is management coﬁsulting that .need a strong infussion of
marketing strategy and Anderson Consulting — a worldwide management consulting firm
appears to ascribed {o this postulation it recent years by the strategic marketing
orientation as Imanifested in the promotion activities for the firm services through mass
- media advertiseme?nt on Cable Network News International. Indeed this was a
tremendous landmiclrk as opposed to previous orientation, there is the emergence of a
good thinking for a good product/service with the realization that times are fast changing
and the dynamics of time, must be countered appropriately with strategic marketing
managémént in the field of management consulting for a vantage position in the
competitive strategy war despite the fact that there has been a tremendous rate of

acquisition of expertise knowledge by practitioners into management consulting,




Functional strategies of marketing management operates within the context of an
environmental framework that is classified into two broad categories of INTERNAL
CONTROLABLE ENVIRONMENT and EXTERNAL UNCONTROLABLE
ENVIRONMENT. The former is composed of PRODUCT, PRICE, PROMOTION,
PLACEMENT (DISTRIBUTION), NATURE OF THE ORGANIZATION AND
OTHER INTRINSIC but SALIENT ELEMENTS that are amenable to the manipulation
of marketing executives and managers. The later which could aptly be referred to as the
greater societal environment ts however outside the direct control of the firm. It is
extensive and dynamic in nature with a profound effect on the survival of the firm. It is
composed of SOCIQO - CULTURAL, POLITICAL, ECONOMICAL, LEGAL,
TECHNOLOGICAL, AND OTHER INCIPENT ELEMENTS that are not within the
manipulation of the firm. Many initiated marketers including Majaro (1977:31) emphasis
that marketers must take full cognizance of the existence of all these uncontrollable factors
so as to assuage a favourable position because in his view any attempt by marketers to

disregard these dimension will result into failure to the firm.*

It is a statement of fact that there is a dual environment for any particular firm’s activities.
The first environment forms the internal or content operating entities through which the
organisation is in constant controllable interaction with the creditors, suppliers, vendors,
dealers/distributors and other facilitating agencies. Superordinate to this operating internal
cnvironment is the greater external societal environment which is an open system of
economic, socio — cultural, political, technological forces that exercise definite impact on
each internal content of operating entities. This superordinate environment shapes the

nature and characteristics of current, emerging and future opportunities, strength,




weakness and threat is the pattern of customer behaviour and the rules of competitive

strategy. Indeed the marketing strategies of a firm should seek by internal control
mechanism to potentiate the desirable and counter the undesirable effects thalt arise from
- the impact of the uncontrollable super ordinate and greater societal environmental
| influence.

Busch and Houston have defined the marketing environment as “a set of diverse, dynamic

and uncontrollable forces that impurge on an organization’s marketing operations and
opportunities. This marketing environment either constrains or provide opportunities for
~ the firm.” An environmental constrain is any envirenmental change that in the absence of
~ any action by the firm, will ultimately have detrimental consequences on performance; An
opportunity however is a challenge to purposeful marketing actions that is characterized
~ by a general favour|able set of environmental circumstances and écceptabie probability of

success.” Three types of opportunities has been identified by Drucker®,  Namely ~

Addictive, Complementary and Breakthrough.

Type one opportunity is referred to as ADDICTIVE OPPORTUNITY which involve the
use of aﬁ existing i[esourcés for an expanded operation of the firm through an enhanced
exploitation programme. Type two opportunity 1is referred to as the
COMPLEMENTAi{Y OPPORTUNTTY and it i1s basically a. synergistic relationship
between an emerging opportunity that re-restructure the character and performance of the
firm and combine with the existing business objective of the firm so as to potentiate the

business to greater level. Type three opportunity is known as BREAKTHROQUGH

OPPORTUNITY which involves the changing of the fundamental economic
i
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characteristics and capacity of the business to a totally different but greater and desirable

business level.

The way a single enterprise decide and choose its objective(s) is a very complex process of
resources conversion as observed by Newman and Logan’ ; that the enterprise becomes
concerned with the engineering of a favourable interaction between the enterprise and the
contributors and also with the designing of an internal system for the effectively utilization
of the resources received. Thus a successful corporate management is the ultimate result
of a timely and a superb matching of organisational resources to the demands of those
levels of environmental forces. The implication of the foregoing observation is that the
precise task of management is to establish and maintain a good fit between the
organisation and its ¢nvironment. This wholesome and ultimate long term fit is referred to
as the enterprise corporate strategy. Such strategy are wide in perspective with specific
design in the functional areas of management as Marketing, Finance, Human resource
development, Production and Research. All these areas have a developed functional
strategy that combine to define the general character of the firm’s overall corporate

strategy.

Marketing analysts like Abel and Hammond® view marketing strategy as the most vital in
the functional strategies and marketing strategy has been defined as “a plan of all aspect of
the organization strategy in the market plan”, meaning that it represent the best opinion as
to who it can profitably apply its skills for an efficient resource conversion in the market
arena. In Drunker’s view any firm in which marketing is either absent or incidental is not a

: . s 9 et 10
business entity and should never be seen as if it is one”. Bechaman and Czespiel

fn
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conciude succinctly that the importance of marketing strategy is based on the fact that it is
an integral part of corporate strategy; In the opinion of professor Theodore Levitt, there is
no corporate strategy that is not in fundamental fashion a marketing strateéy, no such

purpose that does not respond somehow to what people are willing to buy for price'".

Newman and Mergan’ explain the importance of Marketing strategy as been underlined by
the fact that its positioning provides an essential framework for guiding corporate
decisions. To be so:und and Succcssﬁ.xl, corporate strategy whether or not motivated by
cost, technology/innovation or other competitive advantages, must as a matter of necessity
be consistent with customer needs, perception and preferences. The term service/product
~ domain often used to denote the entry on whié;h; marketing $trategy and ultimate corporate
strategy are based, constitutes the organization’s basic instrument, this is because the
organization’s inconiae stream is derived from marrying specific service/product 1o specific
markets.” The investment yield from each of the product market entry is a basic
functionality of the fit .between thé product and the néeds or wants of target markets; the
size and growth of the very market and the firm’s competitive positioning.> It is
marketing strategy that serve as the prime motive of the firm’s activities and it is actually
the link between the firm as an entity and the business environment. Indeed marketing
strategy form the imput for strategic generated idea that will guarantee a profitable,
effective and efficient performance by the firm based upon the strategic recognition of
opportunity and threats that are easily predicted, analyzed and monitored with a view for

capitalizing on new opportunities while avoiding potential problems. "




Change asa pheno.ﬁ;enon remain the only permanent feature of thc.marketing arena. ltis
the realization of this fact that informed the cunclusion of Bobﬁitt et al" that when the
time rate of change is rapid, we speak of the relevant environment as beingldynamic, if
siow, it is relatively static; the hetrogenicity of the elements and the time rate of change of
the releyant enviroqment .conlribute to uncertainty and to heterogenecity by a lesser
degree. Since ever;' major change could result in a different consumer response to the
business market and hence a different competitive sirategic situation; for a business market
to be successful, a manager must design the marketing strategy in a way as to anticipate
and prepare for change and not just respond to it. Therefore the more rapidly changes
occur, the more vital the need for quick and accurate anticipation and adoption.

- Eppick" recognize three types of changes that can be identified to cause the distuption of

the fit between the very requirements of the marketing and the particular competencies of

* the firm.

a ' Opel:-ational changes are the familiar types énd do not cause noticeable
shifts in the relationship between the organization and environment but
only cause a temporary shift in the level of activities of the firm.

b. Competitive changes are the types that lead to a major transformation in
the market positioning of a firm or industry spectrum.

s | Stfa:tegic cﬁanlges are however charactéﬁzed by a high degree of novelty.

They occur very quickly and require to be dealt with urgently in order to
prevent the organization from being adversely affected.
The effect of any of these changes could be pervasive or remote when it affect all

participants or a particular sector or industry in the operating environment. Environmental

[E L



changes may ﬁo-t néﬁessarily affect éll organizations with equal forces as the type and
magnitude of the opportunity or threat that faces each organization differ. As a result of
this foregoing, the strategic responses to be used in order to take advanltagc of the
opportunities and to avoid threats, will depend on the resources, foresight, available skills
| and vulnerability of the firm to high temperature {depicted herein as a scale of activity)

that can arise from environmental turbulence.

Obviously, when environmental changes are momental as in the case of operational
change, firms may successfully adapt themselves to the new situation by mere modification
or adjustment of the existing marketing strategies.’® If the changes are competitive, firms
may make dramatic reallocation and expansion or contraction of their budgets as well as
modification in product, target market or technology.”” The time and effort needed to
respond to competitive changes may actually be more demanding but organization will
have their fair share of such changes before they occur and so there should be a contingent
plans in place to deal with such emerging problems. When changes are strategic in nature,
" no prior plan will suffice, thus an extra time and resource will be required for a new
information planning and strategy development of a first time experience that may as a

matter of necessity shift the strategic thrust or strategic action potential of the

C |
T R

organization in a most pervasive pattern.

In categorizing firm based on approach to strategic responses, Ansoff’ made three
grouping i.¢ the reactors, planners and the entreprepeurs. The reactor firm wait for
problems to occur before any attempt is made for solutions; on the other hand the planners

firm have in place, the functional marketing strategies that enable the firm to anticipate and

8



plan viable solutions for the problems. However the entrepreneurs firm not only anticipate
problems but also anticipate opportunitics because the problem of strategic analysis,

forecasting and planning is an on - going effect and practice.

For a long range plan for growth and profit in the business environment, four forces are

vital for the systematic planning of marketing strategies."” The forces are:

a. The increasing size and complexity of business organization.

b. The increasing rapid rate of change in both technology and marketing
environment.

C. The sharp and upwardly steep force of competition.

d. The rise in consumerism and the increasing pressure for new

products/services and reduction in the price of services and goods.
There are three strategies available to management in dealing with the business
environment. The first strategic option is ADAPTATION, which involve the changing of
the organization to suit the environment. The second option referred to as
TRANSFORMATION involve the changing of the environment to suit the organization
while the third option is a hybrid or combination of ADAPTATION AND

TRANSFORMATION strategies at same or different times.

Objectivity is the penaceae for the understanding of the emanating perception rather than
the environment itself, for an effective and efficient manager’s response to business
environmental changes The abjectivity is precisely so, because of the heterogenicity of
responses of managers to a single subjectivity. There has been many environmental

changes within the last two decades in Nigeria. Starting from Green Revolution and




1.2

Austerity Measure, fhrough Structural Adjustment Programme, to the Fiscal and Fin.anciai
Reforms of 1990 to date.  The role of a strategic management to this ensuing
environmental changes is to develop appropriate functional marketing stratlegies by an
indépt analysis of tlile current and future positions so as to Be a step ahead in term of
preparedness to take _advantage of arising opportunities created by newly emerging
environmental chan!ges while at the same time minimizing. the adverse effect on the

business activities.

The foliowing questions become pertinent in the process of finding out how a management

consulting firm have been discharging their varying responsibilities;

a _ What marketing strategies do management consulting managers apply in
their services.
b. How does management consulting manager adjust or modify these

marketing strategies for an effective and efficient business operation in a
dynamic environment.

c. For a management consulting firm to succeed in a dynamic business
environment, does the firm needs to put in-place in the form of an on-

going orientation an effective and efficient total marketing strategy.

STATEMENT OF THE PROBLEM

Qver the years, management consulting has remain a dynamic mukifacet services and an

exciting growth industry. Despite the initial limited phenomena on it’s orientation,

4

management consulting has for the past three decades developed into a multidisciplinary

10



field of endeavour where individual, corporate cnierprises and public agencics- turncd
increasingly to consultants for competence advice due to the followings:
- » Increasing demand for expert advice

e Increase in revenue generation

« Emergence of variety of service (service proliferatipn)

« Growth in professional staff

e Entrance of new practitioners

» Poor performance by many business coneern

. Iﬁdependent nature of the managerhent consuiting

+ Advisory nature of management consulting.

While many more graduates from business schbol, oldef top éxecutives and academicians
are taken into consulting as a career so as to potentiate tﬁeir worth, management
consulting has not sit still for a clear defimition. This is due to the fact that Management

Consulting is by all obvious reasons an immature and neophytic industry.

In Nigeria, management consulting is at it’s nascent stage but the global influence on the
ncreasing need for the use of consultants is also a noticeable trend, thus the prospects and
challenges in management consulting obviously abound in Nigeria just as in the experience

of other countries where management consulting has become deeply rooted.

The global challenge faced in management consulting are basically two fold:
a It is about developing professional competence; and

b. The marketing of management consulting services.

" '. r ) [ a.\q]



1.3

A good number of times, the second challenge is either not given consideration or the first
is given an over whelming consideration at the expense of the second challenge. As a
result of the foregoing, the challenge faced in management consulting become an obvious
interest as a research problem. The need for the study is established on the fact that these
are definite difference in career enhancement as well as in the pattern of practice by
management consultants that apply marketing strategy to their management consulting

services as compared to those that do not but depend solely on competence development.

OBJECTIVE(S) AND PURPOSE OF THE STUDY

The title of this study is formulated based on the content and context of the introductory

note, because fundamental stagnation, ineffectiveness and inefficiency in the practice of

management consulting are the consequences of the failure in marketing by the practicing

individual or the corporate consulting firms.

e How exactly can marketing strategy be applied to management consulting.

e How does New Idea Management Consultants applics marketing strategy in the firm’s
consulting management services.

e What are the problems associated with the application of marketing strategics to
management consulting by the firm.

These are the questions that constitute the rescarch objective(s) that the study sought to

attain and these questions form the framework of the purpose of the study which is to

show how marketing problems are been solved effectively and efficiently by the

application of markeling strategy in management consulting. The setting for the purpose




1.4

1.5

1.6

of this study is based on the case of New Ideal |[Management Consultants — a management

consulting firm based in Kaduna, Nigeria.

SIGNIFICANCE OF THE STUDY

The value of this research is depended on the fact that information need exists as of
necessity for both new and existing problems in management consulting. The basic thrust
of the value of information from the study is to be easily related to the improvement it will

lead to i actual (real) decision making or it’s subsequent application. Those to benefit

'_ from the study include;

a - Those who have continuously show disdain for the application of

marketing strategy in management consulting,

b New entrants into management consulting
c. Researchers and students alike
d. Old and potential clients

SCOPE AND LIMITATION OF THE STUDY

The study is delimited by the case of only one management consulting firm and the
limitation is on the inherent pitfall of the mode of the research which are confined to

documentation, questionnaire and interview methods of research.

RESEARCH METHODOLOGY
This study is basically an applied form of research and the methodology involve both

exploratory and descriptive research pattern that have been designed in the form of an

I3



1.7

open and closed questions, management interview and observation through research

_ student internship in the firm.

CHAPTER LAYOUT
This study is a Master of Business Administration research project and it is structured into

six chapters layout according to the guidelines for post graduate project/thesis of the

Ahmadu Bello University, Zaria, Nigeria.

14
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CHAPTER TWO
LITERATURE REVIEW
2.1 MARKERTING DEFINED.

Marketing have been variously defined depending on the analyst. These definitions are
based on either the marketing functions or on a macro - system orientation. Critics have a
tenacious believe thal marketing is just what business organization do to elicit desired
response(s) from individual or organization(s), but the pragmatic scholars believe that
marketing pervade the total cultural and social complex of man and as such have
accordingly advocate for a social system function for marketing. The American Marketing
Association defined Marketing as:

“The performance of business activities that direct the flow of goods and services

to the customers or users.”
The limitation of this definition is two fold. In the first instance, it assure that the
marketing phenomenum only begin when products and services has been produced, in
order words, it does not take cognizance of the marketing concept or philosophy. The
second limitation is the fact that the definition concentrate on only “business activities”,
but it is a known fact that many non-business entities as charitable organizations, political

parties and religious groups uses marketing techniques in their functions.

In defining marketing from economic process view point, Bustch and Houston” have

defined marketing as:
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“The economic and social and process by which society's needs are served
through exchange(s) with the constraint(s) of available and affordable
resources .
This definition view participants as secking monetary gains at definite role in the social
interaction strata. The limitation of this definition is that marketing is solely defined based

on availability and cost of resources.

For the purpose of this study and for a while, it shall be adopted that it is the social system
perspective of marketing definition which indeed identifies the basic environmental forces
as the foundation for marketing and also form the rationale for the marketing process that
is upheld. Based on this contextual background, marketing has been viewed as a
fundamental societal process which necessarily and inherently evolves with a society to
facilitate the market process which is considered as a process of the exchange(s) taking
place in a society. Based on the above, marketing can be defined” as:

“A process that, within the societal goals and aspiration attempts to esiablish

mutnally satisfving exchange relationship(s) between people or organization(s)

that seek to satisfy these requirement.”
The nature and domain of marketing has been variously observed in the conceptualization
of this definition. The first observation made succinct is that marketing is an integral and
inherent component of society and must therefore function consistently with the goals,
conviction and aspiration of the society as a whole. The second observation is that
marketing focus can now been seen to rest on the determinant structure and performance
of the process which cvolves to facilitate the exchanges required by the independent

producing and consuming units in a societal system. The third observation is the
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establishment of continuing relationship between parties to the exchange and finally made
it easy to infer from the last point that mutual satisfaction is central to marketing, For any
exchange activity to qualify as marketing exchange, it must be concluded on the basis of
mutual benefits of both parties to the exchange. Exchange(s) that fall short of mutual
satisfaction are not marketing exchange no matter how many marketing techniques have

been used to consummate the exchange(s).

In any organization, the understanding of the management’s view on the task of the

organization is essential to the understanding of modern marketing technique. Over the

years, many marketing orientation have ¢volved on which management depend upon for

the definition of their organization task. These orientation include Production concept,

Product concept, Sales concept and the Marketing concept.

-PRODUCTION CONCEPT:
The main focus of production concept is on the factors that are necessary for
manufacturing or production of a product or service. The primary emphasis is on
the creation of supplies through identifiable resources based on the economic
principle that “Supply creates it’s own demand”. The production concept is an
easy application by management when demand outstrip supply and producers are
in position to sell all that they can possibly create. The improvement of

production methods is the sole attention of management in this concept.

-PRODUCT CONCEPT:
The core building force of product concept is on product(s) with technically

sophisticated characteristics predicated on the assumption that consumer’s choice
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will invariably be toward such technically sophisticated products, this orientation,
of course redefine the task of management towards the creation of products of this
nature. The glaring pitfall of this concept is that such technically sophisticated
products narrow the target market to the barest minimum in a vast potential
market in an overall sense.
-SALES CONCEPT

The main focus of this concept is on the techniques that stimulate consumer’s
decision to buy. Such marketing strategies as personal selling and advertising are
greatly employed to persuade buyers to make a buying decision in favour of the
firm’s product. The underlying assumption is that consumer(s)/customer(s) will
naturally not decide to buy enough of a typical product(s) unless otherwise
persuade to a buying decision in favour of the typical firm(s) product(s). This
concept is easily applied by management when there is an excess supply over
demand. The basic thrust of competition is brought into bearing in a way that
management must of necessity become more aggressive due to increasing influence
of buyer(s) decision over competing product(s) from two or more firm. Part of the
overall strategy in personal selling is directed at the marketing channels or
placement that gain greater recognition than in the previous concepts. Obviously,
it is true that the sales concept depend greatly on the HARD SELL technique that
applies emotional appeals and indirect pressure tactic(s) on the buyer or

consumer(s)/customer(s).




2,2

THE MARKETING PHILOSOPHY PERSPECTIVE.
With a more ardent competition and a concurrent varied customer’s wants and needs,
organization(s) must adopt to a new philosophy to survive the dynamic market
environment. The philosophy consistent environment. The philosophy consistent with
modern marketing management approach is the marketing concept that has been defined*
as:
“The managerial philosophy that maintain that an organization must integrate
and co-ordinate it's programs and resources (o satisfy it's customers in order to
achieve it’s objectives™

The marketing concept has as it’s objectives the satisfaction of the following:

a. Consumer orientation
b. Consumer satisfaction
é. Integrated marketing.

The marketing concept is a managerial philosophy aimed at demobilizing, utilization and
control of total corporate effort for the purpose of consumer satisfaction in such a way as

to enhance the profit position of the organization .

Organization of all kind(s) require the skill of professional management, but successful
management is not achieved haphazardly, indeed it is depended on a framework of an
evolved corporate strategy that is characterized by the development and application of an
analytical approach to the process of decision making as related to an effective and
efficient deployment of resources. Based on the foregoing — “Analysis, Planning and
Control” are vital to the realization of the central objective(s) and mission of an

organization.




In the specialized activities related to the marketing of goods and services, the disciplined
technique of modern management are of particular importance. Marketing as an activity is
not, of course, new; it has been practiced in rudimentary fashion for thousands of years.
But in advance industrial economies, where specialization has been adopted, marketing
has significance as a unique area of management activity and responsibility. Marketing has
thus assumed the responsibility of the entrepreneur in identifying market opportunities and
relating these to the skills, productive capacity and other resources of a company. This
has further include the assessing of the nature and degree of risk involved in entering
specific product market(s), the intimate knowledge of their customer’s needs which
crafimen and small local manufacturers processed al one time, suffered when large scale
production plants generally supersed the products that were no longer designed and made
to suit individual requirement; mass production techniques demanded for uniformity and at
the same time, more distinct markets had to be developed to make up the vastly increased
volume of production. The gap between producer and consumer widened as a result of

their industrial and commercial metamorphosis.

Marketing as a separate, identifiable function of management has evolved from the
business philosophy which recognizes the importance of the customer to the success of the
business. This orientation of supplier’s attitude and behaviour toward their customer first
become evident in post-war Britain when the artificial restrictions were placed by the
government of the day in 1951 so as to liberate industry and expose it once again to the
brisk business of competition.” Consumer products were the first to experience the

decline of sellers market, for the strong development of a “buyer” market when customer
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were able to once more exercise their personal preferences at free will. This condition
become worldwide and increasing from 1950(s) firms become aware of the need to know
more about the preferences, prejudices and buying habits of those buying their products
and services. No firm could expect to survive in future if customers’ need were not
adequately met. This challenge has long been addressed by the manufacturers of

consumer products.

But, until recently, the “marketing revolution™ appeared to have by-passed the industrial
and constitutional areas of activity. To a considerable decree, reluctance and non-challant
attitude toward the technique of modern marketing appears to rest on false premise.
Marketing is very suitable, no doubt, for soap, chocolates, and cosmetics, but our
products and services are vastly different. they don’t need all fancy strategies and method
in marketing. This bold assertions should be considered against the funding of the
Machine Tools Economic Development Committee of Britain® which in October 1970,
published the result of the marketing methods of successful firms in British machine tool
industry. Their report, based on a two years intensive study of manufacturers, merchants
and agents by the P.E Consulting group, states it was vitally important for many
companies to employ marketing strategy so as to improve their marketing techniques. The
strategic marketing practices indicates the decision making process in a marketing oriented
firm and it is therefore intricately linked to human factors which are fundamental to

organization behaviour.

Complacency therefore is ill found in services and industrial markets. The strategy of

modern marketing can surely be applied to all types of services/products wherever they




may be offered for customer’s utilization. The fact that the basic concepts and practices

of marketing remain the same despite the varying techniques used in strategic marketing

between services and industrial or consumer products. The essence of marketing is that a

firm will make what it can sell rather than what it can make. Marketing therefore required

an assessment of consumer’s need through market research and the orientation of all the

firm’s activitics through marketing strategy application toward the satisfaction of those

needs so as to achieve the objectives of the organization.

The marketing concept has four dimensions’ explained as follows:

&)

Profit remain the underlying objectives and pre-requisite for being in
business and it is also the major incentive for the entrepreneur to assume a
degree of risk.

Customer satisfaction through the provision of goods and services is the
economic justification for the existence of a business.

The satisfaction of customer’s desire is the means to attaining their
patronage and attaining a profit for the firm. In essence both society and
the firm are always to benefit in so far as management identifies
customer’s needs and desires with a view to effectively and efficiently
design, produce and market a product or service.

The profitable satisfaction of customer require an integration and
coordination of all business activities. This is a primary condition for
efficient operations coordination that is both internal and external in
nature. Internal coordination is dirccted at services/product — “planning,

pricing, promotion and distribution™ which are highly interdependent. In
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addition to this, the marketing programme should be well integrated with
the other operations of the firm which is only achievable through the

acceptance of the marketing concept by all departments.

Therefore, the marketing concept is a total business philosophy which provide a common
focus for all elements of the enterprise. In so doing it bring business and the larger society

into a meaningful and mutually beneficial relationship.

Marketing concept has since been adopted by numerous organizations that cut across a
single sector of the society. Jolson® observe the pervasiveness and unbiquituous nature of
marketing concept, with the marketing scholar’s increasing attitude to believe that

organization(s) which fail to employ this philosophy are business criminals.

Business — and in particular, marketers — are restricted by the legal and social environment
in which they must operate. A number of laws now exist to foster competition and fo
protect consumer rights. In addition many critics and friends of business alike — claim that
business has a social responsibility that goes beyond its economic and legal ones. Thus
social responsibility begins where the law ends. Social responsibility has been extended
severally from this original principle in business policy. But the most important dimension
of social responsibility from marketing point of view is the relationship between a firm and
it’s customer and this is the exact concern of the marketing concept as framed in it’s four
dimension. And now, it is also no more uncommon to all and sundry that there is an

explosive growth of customer’s dissatisfaction since the early 1960(s) ~ a decade after the




marketing concept become widely accepted. The sudden emergent of customer

dissatisfaction after marketing concept development could be attributed to the followings:

A. An increasingly affluent society

B. Products had increased in number and complexity and making choice
uneasy.

C. The general environment reinforced consumer frustrations.

D. Writers and activists dramatized wrongs due to businesses.

Consumerism developed from the above listed attributes. Consumerism is “the action of
individual and organization — consumer, government and business — responsibility to
consumer dissatisfaction in exchange relationship. Consumerism is in fact a social
movement to increase the powers and rights of buyers and actually arose at a time of

general social ferment. Consumers voiced complaints and dissatisfaction that bothered on:

=

a- Deficiency in product quality
b- Lack of market information
c- Unfair pricing practices

d- Environmental pollution.

Critics believe that consumerism is the shame of marketing but be that as it may, this
conclusion hardly could give any advance advice for countering discontent and
dissatisfaction among consumers. From the above, it become pertinent that the
application of marketing strategy is the panacea to businesses survival in a consumerism

societal environment.




2.3

STRATEGY DEFINED

The word strategy emanate from a latin word “strategies™ used in military parlance as the
“art of a general” in planning and directing campaigns. But in business — it is the action by
management to offset actual or potential action(s) of competitive forces. Specifically in
marketing the term is used to describe how objectives are Lo be accomplished. The term is
described in a strategy statement which usually communicate the principles to be used in
selecting and utilizing various marketing strategy — media, product, copy strategies etc.
The article of Henry L. Hansen in 1959 appear to be the first on the adaptation of the

concept of strategy application to marketing’.

Andrea, K.R" has developed a comprehensive definition that has brought out both the
concept of strategy and the process that are involve in the marketing of marketing
strategy. He defined strategy as:
“The pattern of major objectives, purpose or goals, stated in such a way as (o
define what business it is in or it is to be; In a changing word it is a way of
expressing a persistent concept of the business so as to exclude some possible new
activities and suggest entries into others.”
However, Glueck and Joach'' defined strategy as:
“A unified, comprehensive and integrated plan that relates the strategic
advantages of the firm to the challenges of the environment and that siralegy is
designed to ensure that the basic objective of the enterprise are achieved.”
Probably, the concept of strategy should be defined as a basic organization’s
conceptualization of an objective that is expressed or implied by the leaders on the

following factors:
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~ The long term objective or purpose.

~ The broad constraints and policies that have been jointly imposed by the leader or
accepted from superiors that currently shape the scope of the organization activities.

» The current set of plans and near term goals that has been adopted in expectation of

contributing to the achievement of the organization objectives.

In a varied definition, Hofer and Schendel'® have defined strategy as:
“The fundamenial pattern of present and planned resource deployment and the
environmental interactions that indicate how the organization will achieve ils
objective”

This definition sees strategy as the basic characteristics of the match an organization

achieves in fitness with its environments.

Accordingly, strategy formulation process' has the following steps:

A. STRATEGY IDENTIFICATION — An assessment of current strategy and
it’s strategic components.

B. ENVIRONMENTAL ANALYSIS — The assessment of the organization’s
specific competitive and more general environment to identify the major
opportunities and threats facing the organization.

. RESOURCE ANALYSIS - The assessment of the principal skills and
resources available to close the strategic gaps identified in step 4.

D. GAP ANALYSIS - A comparison of the organizations objective strategy
and resources against the opportunities and threats in the environment to

determine the extent of change required in the current strategy.
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2.4

E. STRATEGIC ALTERNATIVES - The identification of the strategic
options upon which a new strategy may be built.

F. STRATEGY EVALUATION ~ An evaluation of the strategic options in
terms of value and the objectives of stakeholders, resources available, the
environmental opportunities and threats that exist, in order to identify
those strategies that best satisfy all these demand.

G. STRATEGIC CHOICE - The selection of one or more of the strategic

options for implementation.

It can be concluded that a strategy is concerned with the long term survival and growth of
an organization. It essentially invalves the choice of objectives, the search for
opportunities and the identification of the most feasible opportunities given the existing
resources'®, The importance of strategy underscore the conclusion by Rose and Kani'®
when they succinctly stated that “Without a strategy, the organization is like a ship

without a rudder, going around in circles; It is like a tramp, it has no place to go™

MARKETING STRATEGIES
In order to cope with the increasing risk and uncertainty present in the business

environment, management of majority of companies are turning lo strategic marketing as
their instrument for combined growth, profitability and viability of their firms. The
adoption of marketing strategy has become increasingly important because environmental
surveillance has become the result of the rapid changes in the firms external environment'”.

Marketing strategy has been scen by Kotler'” as:
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“A consistent, appropriate and feasible set of principles through which a
particular company hopes to achieve its long run customer and profit objectives
in a particular competitive environment”.

Kelly' aiso defined marketing strategy as:
“The fundamental marketing logic by which the business unit intends to achieve
its marketing objectives”

and this logic consist of a coordinated decision in:

a- Definition of target markets, including the types of customers the firm
b- wishes to reach,
c- The composition of the marketing mix.

The effectiveness of a company’s marketing strategy is contingent on the presence of a
market opportunity and the company’s ability to take advantage of this opportunity. The
successful identification of opportunitics and risk in the environment become more
significant if one consider that it can significantly alter the operating results for business.
Given that the objectives to be attained, the market, available resources and the
environment have been analyzed, the marketer will have to make at least three strategic
decisions namely:
a- Should we use a total market or market segmentation — service/product
position approach?
b- Should we attempt to differentiate our service/products in the minds of
our existing and potential customers and how do we view our position in
the market?

c- What marketing mix strategy should we use.?
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.The first questiﬁn addresses the issue of the delineation of target markets and the
determination. of opportunities in them. Since every marketer recognizes that it is not
possible to satisfy the specific needs and requirements of every customer, there is the need
to establish som.e. crfteria for grodping customers iﬁto homdgenous subjects that could be
approached with distinct common marketing efforts. It is necessary to deal with clusters
of individuals who manifest simifarities in consumption habits, social .behaviour, €COoNOIMic
characteristics or other distinguishing characteristics. Such a sub group or market is
approached with a uniform marketing program. Broadly speaking, a marketer who
chooses to segment market will select as a basis for segmenting his market any of the
following criterion:
> The marketer may decide to use geography as the basis for segmenting his market. In
which case thg market is subdivided into smaller identifiable sub-units like country,
region, states etc.
> On the other hand, the marketer may decide to use such demographic variables like

education, income, religion, sex, nationality, to segment his market.

Y

Segmentation could also be done by the marketer based on psychographic variables
like the life — style and personality of individuals, The grouping is done essentially
through psychographié profiles. |

> Behaviouristic variable approach could alsa be used it segn;éntation as in location of
buyer, buying motives, timi.ng of wheﬁ they Buy, hoﬁr they. buy {mode of purchase) or

the benefit which the consumer wishes to obtain from the use of the product.




The second question addresses the issue of competitive marketing strategies and their

|
effectiveness. A company’s marketing strategy, if it is to be successfut will have to take

cogmizance of a number of factors namely: :
» The company’s competitive size and position in the market.
# The company’s resources, objectives and policies.

¥ The competitor’s strategies.

# The stage of the product life cycle.

Four basic positions emerges from the above for a company to fall into the market:
a- MARKET LEADER - Firm with the largest share in the relevant product

or service market.

b- | MARKET CHALLENGER — These are firms that occupy the second,
tﬁird and .fourth position in the industry and are usually smaller than the
leader firm. ' | o - \

c- - MARKET FOLLOWER ~ Smaller firms that caﬁnot compete head on

with the leaders and who have settle for following the leader firm.

4 - MARKET NICHER -~ Smaller firms that identify one segment and focus

their entire marketing effort in that segment through speciaiization.

The third and final question addresses the issue of the marketing mix strategy which is a
combination of the manpower, other resources and inputs needed in the marketing

program to fulfil objectives and plans in the market place. This study is having as its
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central theme, the application of marketing strategy in the context of management

consulting

MARKETING MIX STRATEGIES

Marketing describes a business function, like production, finance, research, - or marketing.
These functions are the key organizational components of any company and marketing
essential responsibility is to create customers - just as production creates products. The
role of management is to employ an assortment of marketing variables to craft an effective
marketing strategy by relying solely on the management’s defined policy that are stipulated
to actualize the marketing objective of an enterprise. These selectable marketing variable
are known as “The marketing mix™ - the manager’s blue print for action to successful
results. The specifics of the mix can be combined in dozens of ways to stress, for
example, product differentiation, market segmentation or personal selling by depending
solely on the principal marketing policy'®. The aim of all business enterprise’s policy is to
evolve a pathfinder that deals with opportunity in both real (actual) and assumed
(probable) situation; for an efficient resource(s) converting enterprise organization. The
marketing functions that have been guidely define by the marketing policy must of
necessity be carried out in action(s) by the marketing mix strategies which revolve round

the marketing mix elements.

The phrase ‘marketing mix” was first suggested by Neil H. Borden™ afler an inspirational
paragraph in a research bulletin on the management of marketing costs by Professor James
Culliton®, but the basic marketing mix variables remain a differing list(s) between

analyst(s). McCathney®' has postulated a four - elements classification that is popularly
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referred to as the marketing 4Ps (Product, Price, Placement/Distribution and Promotion).
Roberts T. Davis™ however, advance a five - elements classification of the basic marketing
mix elements that include - The product, Segments, Delivery System, Communication
Strategy and Price. The segments is the diflerence between the two classifications, no
matter what criteria is used, no real difference exist between one list of mix ingredient -

clements and the other as found in the literature or in practice.

The mix, we can appreciate, is the raw material for assembling a marketing strategy. The
role of management in marketing strategizing is to pick and choose from the various mix
elements until he has a collection or strategy which they consider appropriate. This
selection is by no means a casual exercise because marketing strategy must take into
account the environmental pressures (both positive and negative), take advantage of the
firm’s strengths while avoiding its weaknesses, be responsive to the competitive scene,
recognize the meaningful consumer values, and include channel of distribution alternatives.
The purpose of a strategy is to build a sustainable competitive advantage - a so-called
competitive edge. In strict language the test of a marketing strategy is whether or not it
allows its user to obtain “more than his fair share”. Unfortunately, in this strategic
creation process, the world rarely holds still. The manager must struggle, adapt, modify
and remodel until one will wonder if anyone who can make sense of this morass, but
managers have been dealing with these elusive competitive issue for many years. The key
is to develop a basic action philosophy, remain flexible, listen and learn. In both theory
and practice, managers have pretty well agreed that a marketing strategy is the
agglomeration of fix mix elements - The irreducible minimum into which all the remaining

marketing variables can be fitted™. Afler a while, the adaptable marketing strategy in
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. : _ ih.
terms of the marketing mix variables will be reviewed as a follow up 1o the discussion on

management consulting as & contextual background,

2.6 OVERVIEW OF MANAGEMENT CONSULTING
Management consulting is a complex, elusive industry and occupation, which

. | L
unfortunately has raced ahead of an

estﬁblished body of knowledge and a codification of
standards for excellence; despite this qualification, there has not been an end to popular
stereotypes for management consultants by both admirers and critics in their so - called
positive or negative connotations that hardly does much justice to the rolc of a consultant,

except that the connotations are of course, based on some fragment of real experience”.

The following defintions suffices for Management Consulting.

Managenient Consulting has been defined in Managémeﬁt Consulting: A Guide to the
Profession® as:
“A profe.ssiénal scrviée that helps managers o dﬁa{vze and solve practical
problems and transfer successful management practices from one enterprise 1o

another”

The Association of ICopsulting Management Engineers” dcﬁne.ci Management Consulting
as: |
“The professional service performed by specially trained and experienced
persons in helping managers identify and solve managerial and operating
problems of the various institutions of our sociely; in recommending practical

solutions to these problems; and helping o implement them when necessary. This
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professional  service focuses on improving the managerial, operating and

economic performance of these institutions.”

The definition from Management Advisory Services Division, American Institute of
Certified Public Accountants is that Management Consultant are:
“The professionals with broad and specific expertise who use their skills to help
solve management problems, to assist in the planning process, and to provide

objectivity and perspective”

Management Consulting has also been defined by the Institute of Management Consultants
in United Kingdom” as:
“The service provided by an independent and qualified person or persons in
identifying and investigating problems concerned with policy, organization,
procedures and methods; recommending appropriate action and helping (o

implement these recommendations”

Greiner and Mertzger™ agreed to all of the criteria for the definitions above, in so far as
the expatiated common features of management consuiting that include - independent
orientation, special training and qualifications, an advisory service, problem identification
and analysis, problem solving and implementation but yet they still find these definitions
lacking in defining more precisely the nature of the consultant - client relationship.  All of
these definitions in their opinion, are either too ambiguous or too narrow in defining client
which is omitted by some of these definitions outrightly. Instead of “managers” and

“management”, their own preference is o use the term “organization” to refer to the clieat
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which they now view as a contractual party just as the consultant. It is on this basis that

they have now attempt a new definition of what management consulting is and is not:
Management consulting is an advisory service contracted for and provided to
organizations by specially trained and qualified persons who assist in an
objective and independent  manrier, the cliecnt  organization (o identify
management problems, and help, when requested, in the implementation of

solutions.

This last definition spell out what is not management consulting. It is a common
knowledge that too many individuals and firms these days have identified themselves as
management consultants, yet their actions seem far removed from the reality of the above
definition. The precise examples of non-management consulting are:

=> Technical engineering on new products or machinery as an Engincer

—=> The continuous performance of actual management or employee duties as an exccutive
= The conduct of clerical functions as a secretary

=> The conduct of training programs

=> The installation of computer systems

=> The performance of outside activities such as accounting or library research studies

= The giving of informal advice to managers; and

= The “head - hunting” activities of executive searchers.

Greiner and Metzger prefer not to view these activilics as management consulting,
important as they may be, unless they have resulted from a broader analysis and plan

prepared by a management consuftant, Otherwise, such efforts accepts the problem and
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facts as given by the client and are merely ancillary services for decisions already taken or
predetermined by the actions of management™. Indeed, consultants only has the
opportunity to bring their intellect to the systematic unraveling of the clients problem and
then to apply creative thinking and initiative to the formulation of a sound solution(s) in an
open - ended activity in which the management problems and solutions are usually ill

defined”’.

The various definitions of management consulting is not merely a matter of semantics but
of a more underlying fact that precisely because of the involving contractual parties,
definition of management consulting must necessarily be from the individual views of
consultants and the clients as well. Clients reason(s) for hiring consultants are numerous

and these will be discussed under buyer behaviour in management consulting,

The universality of management has been reflected in the definition of management

consulting by the Association of Consulting Management Firms™, as:
“the service(s) performed by an independent and objective professional or group
of consultants organized as a firm or similar legal entity who help managers
analyze management and operating problems associated with goals, objectives,
policies, strategies, administration, organization and the principal function or
operating areas of the various institutions of the society; who recommend
practical solutions to these problem, and help to implement them when
necessary™
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From this definition, the scope of management consulting is all encompassing and it is
applicable to all institutions of society. For the purpose of this study and for a while,
management consulting can be defined as;
“A systematic unraveling of a client organization(s) problem(s) with «a
simultaneous offer of sound and dependable formulated solution(s) that may be
implemented by the management consultant on behalf of the cliem organization

Jor a mutual satisfaction”™

This working definition in this study bring into focus the question of who is a management

consultant? In answering this question, the view of the Council of Consulting

Organizations (CCO) will be adopted. The CCO™ define a Management Consultant as:
“An individual who provide independent advice and assisiance aboul the process

of management to clienty with management responsibilities”

The Institute of Management Consultant (Nigeria)™ define a management consultant as:
“dn Independent and qualified person who provides a professional service to
business, public and other undertakings by:~
a. Identifying and investigating problems concerned with strategy, policy,
markets, organization, procedure and methods;

b. Providing diagnosis, guidance, training and education, and research
concerning management;

¢. Fornulating recommendations for appropriate action by factual investigation
and analysis with due regard for broader management and business

implications,
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d. Discussing and agreeing with the client the most appropriate course of
daction;
e. Providing assistance where required by the client (o implement his

recommendations”

The personal qualities™ required of a person 1o effectively and efficiently be into
management consuiting apart from the state of sanity are:

=> Objectivity, impartiality and independence;

=> Knowledge of management, organization and techniques;

= Practical experience;

=> Technical expertise; and

=> Consulting skill.

Other required skills include:
= Marketing skill; and

— Communication skill,

It is true that management consulting was once a limited phenomenon in the emergent
period of 1900s but it has become pervasive in all field of endeavour apart from the initial
engineering focus. The millieu for management consulting as a growth industry was
established in the nascent days of post world war 11 when war oriented firms return to
consumer product(s) at a period that management science and computer technology
application to sophisticated equipment become of age. Since then, the quest for

professionalism by management consultant has remain in high credence and now, the seeds
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for management consulting as an established body of knowledge with educational

requirement, testing procedure, accepted accreditation body and regulatory rules for

governing conduct - has been sown and bearing fruit with the formation of the Institute of

Management Consultant as at 1968 in the U.S.A and in 1982 in Nigeria to recommend

Certified Management Consultants (CMC) status to those who:

a- Spend at least half time in the Management Consulting and work on a fee basis.

b- Have five years of Management Consulting experience including one year of project
responsibility.

c- Possess a college degree or equivalent

d- Submit outlines of work performed.

e- Pass oral examination.

= pass other relevant professional certification requirement.

CMC is an individual who is a professional management consultant that meets relevant

requirements of character, education, experience, competence and independence. The

International Council of Management Consuiting Institutes grant CMC as an International

Status based on Total Quality Management (TQM) and ISO 9000 Quality Management

System Series. Some work has been going on to determine quality elements relevant to

services. The ISO 9004 - 2 is a major contribution in this direction®®*"**

Research on important quality considerations in management consulting has revealed the

following quality dimension:™

- Reliability - Communication

- Responsiveness - Credibility

- Competence - Security

- Access - Knowing/understanding the customer
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- Courtesy - Tangible clements (equipment,

personal appearance, etc.)
The work of the European Federation of Management Consultancy Association (FEACO)
in the development of a Quality System for Management Consulting Firms (QSMCF) must
have been documented. It is this efforts of FEACO that provide the clue ta the
identification of key quaiity elements in two hrad areas on the part of consultants which
FEACO feels should be taken into account in ISO 9000 Certification for quality in relating

to intellectual services.*

The first and second quality elements identified by FEACO has been explained,”’ with the
earlier element been related to the Management Consulting Firm and covers quality
dimensions such as leadership, policy, recruitment practices, coaching, training, the
secretary, requirements, norms, values and systems. The later element concern the
Management Consultant as an individual and the quality dimensions cited under this
element include Anowledge and experience, products or service concepts, satisfaction,
participation/involvement, norms and values, Other studies*” *** have identified other
important quality elements associated with offering intellectual services including problem
solving, creativity, initiative, efficiency, fast response, open — mindedness, experlise,
commitment, orderly work approach, verbal skills, quality of written reports among
others. The ISO 9000 and CMC certifications easily become the most useful vehicle for

harmonizing standards at global level™
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2.6.1

As professionals, Management Consultants distinguish themselves from other consultants
and from managers generally, by the emphasis placed on three key areas of knowledge and

competence, namely:

» The practice of management consulting
7 The practice of management

~ The practice of a consulting specialty.

The Uniform Body of Knowledge (UBK) developed by the International Council of
Management Consulting Institutes (ICMCl1) documents the scope of understanding a
management consultant is expected to attain in first two key areas in order to practice at a
professianal level. Beginners in management consulting regard the UBK as an outline to
measure their current capability and development. Senior and experienced management
consultants may view the UBK as a useful checklist when reviewing and refreshing their

own competencies and the competencies of those who work for or under them.*

TYPES AND ROLES OF MANAGEMENT CONSULTANTS

Many types and roles of management consultants have been identified*” and they include:

» GENERALIST VERSUS SPECIALIST CONSULTING: The generalist are the
diagnosticians of the profession and operates on the overall basic management
fundamental principles and functions. The specialists on the other hand limit

themselves to specialized arca only.
KASHIM IBRARIM LiBRARW
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PROCESS VERSUS CONTENT CONSULTING: The process consultant are the
psychiatrists of the consulting trade wifh- a freudian approach that poses a lot of
question with the believe that far greater knowledge of the problem and it’s solutions
resides within the client, not the consultant. The content consultant operates from the
Gen_eral George Patton approach of telling clients what is wrong and advises on a

strategic move.

DIAGNOSTIC VERSUS IMPLEMENTATION CONSULTING: The dagnostic
uses analytical approach to X-ray problems that penetrate beneath the surface

symptoms, identify causes and recommend a course of action and never implement.

The implementation consultant are change — oriented and they are usually “hand — on”

with spectalist technician background.

CUSTOM VERSUS PACKAGED SOLUTIONS CONSULTING: The custom
consultant uses the approach of “one-of-a-kind” product/service to most client need(s)
while packaged consultants uses the approach of packaged and standardized solutions

for solving generic problems common to many clients.

INTERNAL VERSUS EXTERNAL CONSULTING: I.ntemal consuttants are hired
by consulting organization(s) due to their complex and diversified services that
generate more problems as Murphy’s law would predict. The issue of internal or
external consultant is not a mere question of a corporate size of a consulting firm but

also of profitability, objectivity to privilege information and independence in matter of
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concern to both consultant(s) and client organization(s). This external consultants do

not ascribe to internal engagement.

» LARGE VERSUS SMALL CONSULTING FIRMS: The large consulting firms have
every thing large - reviving ailing firms, providing executive blood to tired
corporation, big pay, loaded talents, elitism, wide range of services and high
professional standards. But the small consulting firm provide close personal attention

and coantinuaus long lasting engagement services to clients for smaller fees.

2.6.2 THE MARKETING IMPERATIVE IN MANAGEMENT CONSULTING.
Marketing has been defined” in specific term in refation to management consulting as:
“An all embracing function which assesses needs of client organization(s) and co-
ordinates all the resources of the consulting firm or individual consultant for the
provision of the services at a fee, giving maximum satisfaction to the client and

profitability to the consulting firm or individual consultant .

Marketing is so important that it has been referred to as the distinguish and unique
function of the business" and marketing with its functions are becoming increasingly more
central to the firm such that the relationship of the firm to technology and the increased
competition is making the marketing role increasingly critical in the service industries™
just as marketing has become a pervasive and influential force throughout the other
professions.”” The devotion to marketing by reputable world management consulting firm
underscore the importance of marketing in the consulling business as depicted in the

remarks made by the President of Towers Perrin Management Consultants™ that:
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"Marketing play a role today in any consulting firm's success. Our clients, no
matter what discipline(s) we practice, are more sophisticated, more demanding,
more resull oriented than ever before. They expect their consultani(s) to have
specialized state-of-the-art knowledge — whether by discipline, by industry or by

(ssue.

And they want value added from each consulting recommendation. They are not
looking for broad generalization but for practical solutions to practical problems.
Client these days have much the same knowledge base and much the same access
to data that we have. Consulting is no mystery (o them. The result is an
experienced client who feels extremely confident in selecting, guiding, and getting

results from consultants.

As a consequence, we at TOWERS PERRIN ... As I am sure many of you do —
spend a great deal more time on marketing and the planning component than we

have ever done before.”

The Marketing concept is a philosophy founded on the belief that profitable sales and

satisfactory returns on investment can only be achieved by identifying, anticipating and

satisfying customer’s needs and desire™ and this also applies to management consulting

services.

K
ASHIM IBRagIAY L/BR4RY

The past tendencies in services marketing has been of a disdain attitude and total ban on

marketing activities by professionals because of the perception that it cheapen the
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profession and critiques argue further that professionals should limit themselves to just
doing a good job, but it could be argued that doing a good job by the professionals also
include the way and manner by which the professional services are carried out (marketed)

by the professionals.

The past worldwide scenario appear to be fast changing in favour of the advocates for the
marketing of the professional services as against the background of changing codes of
many professional bodies across the globe. Some of the identified reasons™ for the
change of heart as in the revised legal and ethical climate are to be due to oversupply of
professionals, dissatisfaction with professionals (discontent by clients) and rapidiy

changing technologies.

An increasing number of professionals that have joined the bandwagon of advocates for
the marketing of professional services are now into discovering and applying marketing
strategy(ies) to their services. But, it is also true that there are several strikes against the
consultant as a marketer because such individual or firm into consulting must now
deliberately introduce marketing function and grapple with problems of time allocation,
learning some basic training in marketing mix elements as public relations and

advertisement so as to generate client awareness.

In the marketing of management consulting services, the unique nature of the services
must be iaken into consideration because it constitute a series of problem that require the
appropriate matching and a fitting strategy for a successful activity. These problems are

discussed as follows:
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Unlike most commercial products which take tangible form, consulting is based on a
whale range of abstract trust and credibility that borders on the ethereal®™ because
service is largely intangible.
Price in management consulting is often based on value rather than on cost; but value
is easily determined by client and just a little determined by competitive force™.
Marketing has been initially been ill understood by most professionals due to lack of
training and the code of practice that ban advertisement as unethical, thus many
professional concluded that the ban extend to all form of marketing.”
The general disdain for commercialization with attendant strident rules against
commercial behaviours by association code of ethics. The notion of equating
marketing with selling by practitioners have been identified as barrier to marketing of
management consulting services™.  In identifying the roles of marketing in
management consulting it become evident that —
"The marketing of management consulting services consists of organized
activities and strategic programs by a consultant or a consulting firm that are
designed to retain present clients and attracting new clients by
sensing anticipating, serving and satisfying their needs through delivery of
appropriate services in a manner consistent with credible professional goals and

foris ",

Professionals have recognized that marketing is the lifeblood of the consulling
industry thus & management consultant must combine effective consulting skill

with a highly crafted marketing strategy for a total practice.
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» Finally the imperative of marketing in management consulting become glaring from the
basic existence of reluctant market place™ for the services. Prospective client
organizations are ofien reluctant to approach consultant who should realize that they
are among many that offer intangible service and must develop appropriate marketing

strategy and apply same efficiently and effectively in the marketing of their services.

2.6.3 BUYER BEHAVIOUR IN MANAGEMENT CONSULTING.
One good way of understanding client is through the client organization(s) buying or
consuming behaviour. Clients typically hire consultants when they cannot do the job
themselves or when it is not in their interest to do it themselves and the common reason
why consultants are hired have been identified *** to include:
» To augment stafl in the provision of independent and unbiased judgment.
» To provide expertise, new idcas, a fresh approach and initiative.
~ To provide objective diagnosis and profound dependable and realistic solutions.
» To act as a catalytic agent of change.
~ To instruct and impact skill infrequently needed.
» To act as political hatchetmen.
» To oversee multi — business operation in a diversified interest.

» As influences of client own activities.

Apart from the foregoing, client organizations also hire consultants as a necessary
facilitator, arbitrator and reconciliator in the crisis from the game people play —

Transactional Analysis at work place.
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2.6.4 BUYING DECISION PROCESS IN MANAGEMENT CONSULTING.

In management consulting, the service(s) are the product(s) and services are basically an

industrial product which make industrial decision to be the prevailing situation. Three

types of buying decisions*® have been identified.

a

STRAIGHT REBUY: Is the buying decision situé.tion of a repeat buying
of identical or somewhat similar services that have been bought by the
organization in earlier time. Decisions in this case would not involve many
individuals of thé bﬁying centre or buying target participants. The client
executive or chief executive could individually take such decisions alone.
MODIFIED REBUY: Refer to the buying decision situation where the
client orgé.:ﬁzation is to buy a samewhat different service(s) from what it
has been buying. More number of people in the buying centre are usually
infolved in this kind of decision than in the straight rebuy.

NEW - TASK BUY: Is the buying decision situation where client
organization is to buy a completely new service that require a very carefill
and elaborate procedure, with the involvement of a lot of peaple in the

buying centre.

The strategy to be applied by a consultant to secure the engagement of a client

organization, require the knowledge of the applicable buying decision behaviour as well as

the decision buying process as depicted i fiqure 1.

The buying decision process is influenced by three separate factors, namely:

a-
b-

C~

The nature of the buying decision
The decision making unit (.M. U} in the clients organization’s buying
centre.

The type of service(s) under consideration.

These three units of the buying centre are responsible for surmounting or clearing the

market uncertainties on a particular service. These uncertainties include:-
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FIQURE 2.1: MODEL OF CLIENT ORGANISATION’S BUYING .
DECISION PROCESS IN MANAGEMENT CONSULTING SERVICES.

| 1dentification of Need for Service |

v

[ Establish Scope of Service and Term of Reference |

| Search and Screen for Service Alternatives |

\ 4
| Establish Service Contact |
v

| Evaluate Service Contact Alternative |

¥

[ Set the Approach, Schedule and Delivery csiteria |

| Evaluate Cost Aliernatives |

' h 4
" | Budgeting and Fund Sourcing_|
v

] Negotiate Service Terms ]
v

| Buy Service |

rPost Service Buying EvaluationJ

The buying centre or what could be aptly be referred to as the target buying participants of
a client organization is made up of deciders, facilitators, influencers, buyers users and
gate-keepers. These constituents of the buying centre or target buying participants is

structured into three components:
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The Information Processing Unit (1.P.U)

The Decision Marketing Unit (D.M.U)

The Control Unit (C.U)

These three units of the buying centre are responsible for summounting or clearing the

market uncertainties on a particular service. These uncertainties include:

a-

SERVICE NEED UNCERTAINTY: This uncertainty exist when the
client organization do not even recognize its need and when they do. They
may be lacking in the stircing force to certify this need.

TECHNICAL UNCERTAINTY: Arises out of service(s) complexity and
the capability of existing internal expertise to operate with the new
service(s) without failure on a continuous basis after buying.
ACCEPTANCE UNCERTAINTY: In the absence of need and technical
uncertaintics, a client organization can also be faced with acceptance
uncertziinty within it’s Deciston Making Unit of the buying centre.
Acceptance uncertainty arises from unresolved conﬁi_ct between the actors
in Decision Making Umnit as.regard a particular s;crvicc been consider for

buying.

" TRANSACTIONAL UNCERTAINTY: After the need, technical and

acceptance uncertainties are resolved, the transaction uncertainty over a

service emerged and this has to do with the doubt on the ability of the

service’s seller fo deliver according to the terms of negotiation.
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2.7

i
Transactional uncertainty is most evident in all new task and modified

rebuy situation of a client organization,
e- COMMERCIAL UNCERTAINTY: This exist when the vital factor(s} that
are intended for desired return on investment or other satisfaction cnteria

have not been decided upon by the buying centre of client organization.

|

E
In management consulting services, marketing strategy nﬁust be developed and applied
directly or inclirect{yJ to deal wfth thes:é various adverse situations so as to create a vantage
position for success in the marketing of the services of a consultant. In this regard both
the client organization and the consultant must work within the frame work of three
conceﬁts, o
» Understanding problem(s} and the applicable realistic solutions.
» Minimizing uhcl:rtainty
» Buying the professional s;rvice(s).

l'

APPLYING MARKETING STRATEGY TO MANAGEMENT CONSULTING.
The process involved in Markeiing is concerned with the approach to identifying,
anticipating and | Esazttisfj,’in&,w customer needs profitably. The process would normally

comprehensively cover the following strategic factors.®
!

i
i
!

i ~ TARKET MARKKET: The firm has to analysis and select the target
market that the firm particularly want to serve through its differentiated
services that would give an edge over competitors. It is possible to

develop service that is made to appeal to the entire market but the firm
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ii.

iv.

more usually selects a particular segment of the market with a direct

appeal.

MARKET OBJECTIVES: The firm has to set specific measurable
objectives to be attained with a measurable period of time. ie An
objective of 20% minimum gain of the market share chosen for

penetration.

SWOT OR SOFT ANALYSIS: The firm should be evaluated based on
the Swot analysis (Strength, Weakness, Opportunity and Threats) or on the
basis of soft analysis (Strength, Opportunity, Faults and Threats). The
strength and opportunity are naturally considered as favourable which if
creatively adopted, would result in an advantage over competitors.
Weakness and threats, on the other hand are the factors that put firm at a
disadvantage position and require some action that are design to correct

the situation if the marketer of such service is to remain competitive,

CUSTOMER VARIABLE: The firm has to analyze the stock of clients
in the markel, their service need motive and attitudes/behaviour in the

buying of services.

ENVIRONMENTAL VARIABLES: The firm has to analyze the
economic activities, social trend, legal requirement and government

policies.
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Vi,

Vii.

Vil

MARKETING DECISION VARIABLES: To be considered here,
include factors such as the mix of services the consulting firm may be
offering and the promotional mix that is under the control of the firm which

may be used to stimulate the firms sale of services.

MARKET RESPONSE VARIABLE: This involve the analysis of the
behaviour of business performance in response to alternative levels,

allocations and mixes of marketing efforts.

MARKET ALLOCATION VARIABLE: This involve the analysis of
the decision involving the allocation of the firms marketing efforts among

its services, clients, market segments or territorial areas.

RESOURCES VARIABLE: The availability of resources such as
personnel, money, equipment and facilities to implement the overall

marketing strategy.

MARKETING PLAN FOR A SERVICE FIRM.

This is the basic document that defined the objectives, the strategies and the necessary

activities to be undertaken to ensure that the services of the firm are sold to its clients. As

a blueprint, it may be developed to address the entire service portfolio or could be a

distinet marketing plan for each services been offered; the basic components of a




marketing plan for a consulting firm may be prepared under the following strategic

heading **

I. INTRODUCTION

*  Description of the services offered by the firm

*  Plan period

* Relationship of marketing plan to corporate or business plan.

*  ldentifying of a drafl or final document

¥ Confirming the commitment of top management and other departments.
11. BACKGROUND

*  Detail trends in the market

*  Retail of services growth

*  Seasonal or regional factors

*  Service requirements

*  Major clients

*  Analysis of competitive position and activities by comparison with competitors.
I STRATEGIES

*  Marketing

*  Advertising

*  Sales promotion

* Personal selling

*  Public relation

*  Setting the fee
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*  Product/services planning

1V. OBJECTIVES
Must be specific, actionable, measurable and attainable in terms of.
+  QOverall objectives

*  Targets for service types,

V. ACTIONABLE ACTIVITIES
*  Business or Market development
*  Service portfolio development activities
o Distributioh of the sewiée
+  Personal selling
*  Advertising
+ Sales pro.m.otion

* Public relations

#* Research
*  Targets
*  Budgets

*  Time frame for each activity.

VL. PROBLEMS AND OPPORTUNITIES
+ Problems, weakness and threat identification

* Opportunities and strength identification for maximum exploitation




VILI. LONG TERM IMPLICATION _ !
*  Brief description of the effect of the blue print for the services.

+ Forecast for the effect of the blue print on the future of the firm.

2.7.2 MARKETING STRATEGY IN MANAGEMENT CONSULTING.
In Management Consuliing, sirategic market planning i.e planning a Market “is part of an
overall marketing plan in management of marketing. Strategic Market Plan is precisely a
planning method that concern the business unit and the long term objectives of the
business as opposed to a service(s) with a service portfolio of the firm. The process

involve in strategic market planning have been identified® as follows:

i Identifying the needs of the clients that are also opportunities for management

consultants.

il. Deciding which of theée opportu.nities the firm can aﬁd should pursue.

. Developing the knowledge systems and other resources needed to pursue these
opportunities,

v, QOrganizing to market the firms services in the targeted consulling areas.

L R

Market planning is demonstrated when consultants establish a network of former
classmates and associates who can help business of the firm to grow; Accepting 10 deliver

speech at a conference of executive(s) who are in position to help the growth of firms’
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Services 1s alsb market planning ahd learning new skills and technology or recruiting new
consultant(s) with such skills 1s a common strategy in marketing planning. Other
applicable but non isofated marketing mix strategy in management consulting are
discussed as follows:
A. PRODUCT PLANNING STRATEGY
A produ;;t is anyt‘hing that is seen as being able to satisfy a need or want and also
capable of rendering a service. Consequently, persons, places, organization,
activities and ideas can be said to be i)roduct(s) that could be of tangible or
intangible attributes including product perception by clients, colour of packages,
presentation, price and prestige which clients may accept as offering satisfaction.
Product have been defined™ as:
“A bundle of potential satisfaction produced by nature or industry”

Product include but not limited to physical qualities®’ as in services.

Product policy decisions form an important basis for the firms competitive
advantage and are therefore central to all marketing strategies. Product decisions
demand a top management conscious effort towards marketing the product with
the firms résdﬁrées capabitities and the expectation of client organization. In
Management Consulting, service(s) are the product(si and they may include -
training package, employee motivation, job evaluation, market research, feasibility
study, loan syndication, negotiation strategy, image buiiding, project design and

SUPETVISION.

 &ASy
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The client;s view on the services of a maﬁagement consulting firm is that the firm,
all resident and external consuitants of the firm, their behaviour, personality and
qualification of the consultants are not separate from the services being offered by
the firm.

The services planning strategy applied in Management Consulting is discussed in
the following sub-strategies: |

1. THREE DIMENTIONAL SERVICE STRATEGIES.
These immclude strategies that are explicit, implicit and external in

characteristics.

EXPLICIT STRATEGIES

Are eaSy to observe. objectively and they are all actions taken intentionally
by the firm 50 as to:

*  Attract prime customers

*  render services all year round

* Have a few slow mover clients

*  Carry out related services.

IMPLICIT STRATEGIES

Are subjective actions that are directed at client orientation so as o
increase the quality of the services. These actions are created in the forms
as

*  Symbolism

*+ Communication

* Perception on style, self concept and group influences.

* Evaluation

*  Societal dimension




EXTERNAL STRATEGIES

Are those actions deliberately taken to positidn the services in a vantage
pbsiﬁon in relationship to:

* Impact on environment, society and client welfare.

*+  Claim on local coﬁtent for resources

*  Safety to users

*  Services related information

*+  Government regulation.

In SERVICE IDEA.GENERATION STRATEGIES
Are all actions taken to design in line with the product policy so as to
generate competitive advantage of new services offer through the
following ways:
* Internal Research and Develo pﬁmt
* Adoption of foreign service types
* Long range studies
*  Market gap analysis
. Client activity analysis

+ Client dissatisfies/dissatisfaction intelfigence gathering,
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