CSC Consulting Module 

Session Objectives:
· Introduce this CSC training 

· Prepare to ask and listen (pull), rather than tell (push)

· Understand Appreciative Inquiry as means of discovery

· Design preliminary client meetings (Launch Meetings)
· Review change management basics for working with CSC clients

· Encourage documentation to track progress and contribute to institutional knowledge and sustainability

Overview

Successful management consulting requires good listening, synthesis and consensus-building.  Successful consulting in developing/emerging economies requires these skills, plus a healthy dose of patience, cultural sensitivity, flexibility, and common sense.  CSC teams will need to adjust to resource constraints and difficult operating environments while leveraging their clients’ considerable knowledge and tenacity. Further, CSC teams will want to avoid proposing unsustainable “solutions” that are ill-suited to local needs, absorptive capacity, and culture.  
Consulting often entails Socratic prompting – asking smart questions to elicit, gauge, and build upon client knowledge; active listening to what is said and not said; and patient but rigorous collaboration with the client in an iterative process to identify what is important, what is possible, how to achieve objectives, and how to measure results.

This learning module highlights selected consulting approaches and tools to help CSC teams “hit the ground running” when they arrive in country.  The module introduces planning methodologies, as well as capacity assessment tools to help IBMers and their clients update and implement the engagement Statement of Work.  
This training emphasizes the following themes:

· The importance of good communication and synthesis skills
· The challenge of scaling the engagement’s objectives based on a realistic alignment of CSC resources with client priorities
· Planning for “hand-off” and sustainability from the outset
Culture is everything.  

We’re all human, with histories, aspirations, worries, families, friends, communities and cultures. You’ll need to understand your client’s culture; it’s the context in which they live and work. Culture holds the key to identifying appropriate, sustainable solutions.  
In many cultures, oral history is an essential means of communication. As a consultant, you can derive meaning and direction from your clients’ “oral histories.”  Ask respectful questions, be patient, and listen.  
Like societies and people, organizations also have cultures.  These are evident in the way “work gets done around here,” and for example, in the way meetings are conducted.  We’ve all participated in well-run meetings, and we’ve all wanted to escape bad ones.  Given the brief duration of your CSC assignment, one of your challenges is to be culturally sensitive and patient with different work and meeting styles, while designing and running productive meetings.  

Design Project Launch Meetings 
The first meeting should be with the client’s senior manager.  Focus on getting to know him/her, understanding their expectations for the engagement, and enlisting their help in working effectively with their staff.  The sample Mission Director Strategic Planning launch agenda provides a model for the types of issues that might be discussed. 

Then have your second meeting with key staff with whom you’ll be working on the CSC engagement.  The agenda for this meeting should flow from information you receive from the executive, and from your preparation and client research.  Both meetings should have an agenda, and might follow the 4 Ps method described below:
· Purpose, which in turn drives the meeting’s:

· Participants

· Process (agenda)

· Path forward (follow-up items, tasking and due dates, etc.)

Purpose:  Don’t over-reach or over-program the launch.  For example, in planning the broader staff meeting, ask the executive if you might use this launch meeting as an opportunity to get acquainted and learn more about the staff and recent work.  Assure staff they do not need to prepare elaborate presentations, and explain you’re comfortable with a round-table discussion.  Share your draft agenda with the client in advance and answer questions if necessary.  Send out the approved agenda in advance.
Participants:  Who should participate?  Are all CSC members working with the same client? At the same office?  Should all of you be in this meeting, or should you break into separate, smaller client meetings?  Either way, plan the meeting(s).

Process:  The larger launch meeting should focus more on asking than telling. In this first client-facing activity, demonstrate respect for your clients as your hosts.  Keep IBM team introductions short so as not to dominate or intimidate. 
Acknowledge that the organization’s goals/objectives, issues and challenges will occupy the next several weeks.  Today, you want to launch the engagement by hearing about the organization’s staff, history, and accomplishments.  Guide your key client staff by asking specific, positive questions, e.g.:

· What is your name and job role?

· Where are you from?  

· Is your family here with you in xxxx [name of city]?

· Where were you educated and in what type of schools?

· What led you to work here for xxxx [organization name]?

· What is your favorite thing about working here?  

· What are you proud of and why?

Be attentive and positive. Take notes. Ask follow-up questions. Focus on the client’s human and social capital: its accomplishments, strengths, lessons learned, other assets.  

Path Forward:  Close the session by thanking your clients for their hospitality and participation.  Demonstrate that you were listening by synthesizing what you learned in terms of your clients’ background, skills, commitment, and history.  Acknowledge what they told you were major accomplishments and strengths. 
Explain next steps:  (An accelerated process of data gathering about the staff and firm, and a quick-start capacity assessment to identify priorities and realistic engagement objectives.  Data from these activities will enable the CSC team to propose changes to the Statement of Work, which should be in final form by the end of the first week.)
Hand out a staff questionnaire, e.g., one using Appreciative Inquiry, and set a deadline for completion (within the next couple of days).  Schedule another meeting to discuss priorities. 
Design a Meeting to Review/Revise the Statement of Work
Use the AI analysis and other findings as the basis for reviewing the SOW, along with the illustrative questions included in the slide deck.  Emphasize the importance of scaling the engagement objectives and timeline to the team’s time in-country, and underscore the need for “sustainability planning.”  The CSC team should baseline current capacity to guide the client in identifying priority areas for capacity-building during the CSC engagement, and set targets with objectively verifiable indicators for improvement. What would it take to sustain these objectives in the future?  How can the CSC team support the firm/organization in planning the hand-off and follow-on work to be done by the firm after the CSC team departure? 
References:  Strategic Planning Launch Agenda; sample team charter (for further detail see ppt “Consulting with Your Client”)
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