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Danish Summary 


Et godt og effektivt samarbejde mellem kunde og konsulent fremhæves generelt som en 
 afgørende betingelse for at få succes med brug af eksterne konsulenter. Dansk Industri har 
 sammen med Dansk Management Råd (DMR) og Copenhagen Business School (CBS) 
 etableret et udviklingsprojekt, der under overskriften 'Vækst i Vidensamfundet' har til formål 
 at udvikle det afgørende samarbejde mellem kundevirksomheder og konsulentvirksomheder. 


Nærværende ErhvervsPh.d.-afhandling er en del af dette udviklingsprojekt og sætter 
 fokus på, hvad der sker i kunde-konsulent samspillet i konteksten af konsulentopgaver, hvor 
 det handler om at implementere forandring. På sådanne forandringsprojekter forventes 
 konsulenterne at bidrage med viden, værktøjer og løsninger samtidig med, at de fungerer som 
 forandringsagenter i kundeorganisationen og involverer og arbejder med ledere og 
 medarbejdere på forskellige niveauer. Det gør kunde-konsulent samspillet til en kompleks 
 størrelse, der ikke bare handler om den personlige relation og godt samarbejde mellem 
 konsulent og opdragsgiver/projektsponsor. 


Når vi har at gøre med ydelser, hvor konsulenterne går i clinch med organisationen for 
 at implementere forandring, må kunde-konsulent relationer ses i et bredere perspektiv end 
 fokus på personlige relationer mellem enkeltindivider tillader. Kunden er en organisation; en 
 kompleks social konstellation af mennesker med forskellige positioner og interesser. Det 
 afgørende er, hvilken rolle konsulenterne får, når de bevæger sig ind i denne sociale 
 sammenhæng, og hvilke muligheder og begrænsninger det indebærer for at være med til at 
 skabe forandring som ekstern part i processen. 


Afhandlingen stiller skarpt på disse sociale aspekter af samspillet mellem konsulenter 
og interne aktører i konteksten af kundeorganisation. Forskningen, der ligger til grund for 
afhandlingen, er udført som antropologisk feltarbejde på to forandringsprojekter; den ene i en 
industrivirksomhed og det andet på et hospital. Dette indebar både observation af konkrete 
situationer, hvor konsulenter og interne aktører arbejdede sammen, og efterfølgende 
interviews med både konsulenter og de relevante ledere og medarbejdere om deres oplevelse 
af samspillet.  



(13)Analyse og konklusioner 


Afhandlingens empiriske analyse tager udgangspunkt i, hvordan disse forskellige 
 kundeaktører oplever konsulenterne og deres arbejde på de konkrete projekter. Observationer 
 og konsulenternes perspektiv inddrages også i analysen for at belyse det kundeaktørerne taler 
 om fra andre vinkler. Analysen udfoldes over fire centrale kapitler, som hver behandler et 
 hovedtema relateret til den måde, interne aktører oplever og fortolker det konsulenterne gør, 
 såvel som værdien af det. Det vises, hvordan konsulenterne på forskellig vis bliver 
 positioneret som outsidere, og hvordan denne outsider-position indebærer både muligheder og 
 begrænsninger for at være med til at skabe forandring.  


Det første aspekt (kap. 4) af outsider-positionen handler om, hvordan konsulenter 
 tillægges evnen til at udfordre det eksisterende, fordi de opfattes som værende uvidende om 
 det faglige indhold, ikke 'sovset ind' i det daglige og ser det hele med 'friske øjne'.  


Det næste kapitel (kap. 5) tager fat på de politiske aspekter af outsider-positionen. Her 
 er udgangspunktet den måde, konsulenter defineres som værende upartiske og neutrale, fordi 
 de ikke har en intern position. Dermed tillægges de evnen til at overbevise og øve indflydelse 
 på forskellige interne aktører, både horisontalt og vertikalt i organisationen, og forhandle 
 modstridende interesser.  


Det tredje aspekt (kap. 6) handler om, hvordan konsulenter gøres i stand til at udføre 
 funktioner relateret til behovet i organisationen for dokumentation og beviser. Når outsidere 
 ses som værende objektive, kan de blive leverandører af sandheden om - eller med andre ord 
 et fælles billede af - hvad der foregår i organisationen og hvad problemerne er.  


Det sidste aspekt (kap. 7) relaterer til indholdet; dvs. ekspertise, ekstern viden og de nye 
 ideer og løsninger, som konsulenter forventes at bibringe og på afgørende vis berige 
 organisationen med.  


Analysen viser således, hvordan konsulenter i udgangspunktet defineres som outsidere 
af interne aktører; de kommer udefra. Ved hjælp af denne grænsedragning tillægges de 
forskellige positive og ekstraordinære egenskaber. Egenskaber der handler om, hvad insiderne 
ikke er og ikke er i stand til. Outsidere ses som værende i stand til at udføre funktioner, der er 
behov for i organisationen, men som ikke kan udføres fra en insider-position. Outsider-
positionen konstrueres derfor som afgørende anderledes end alle andre positioner i den 
relevante sociale sammenhæng. Det bliver på den måde en speciel position, hvorfra det 



(14)potentielt er muligt at skabe bevægelse og værdi. Værdi forstået som det, der opleves af 
 forskellige organisatorisk aktører som værdifuldt, nyttigt og anvendeligt.  


Outsider-positionen opfattes på den ene side som 'magisk' i organisationen på grund af 
 anderledeshed, distance og diskontinuitet fra det daglige. Samtidig indebærer anderledeshed 
 og distance dog også begrænsninger. Outsider-positionen er hele tiden tvetydig og sårbar i 
 praksis, og lige så potentielt marginaliserende som den er potentielt værdiskabende. 


Realiseringen af det konstruktive potentiale beror i praksis på, i hvor høj grad relationen 
 mellem insidere og outsidere ikke bare er karakteriseret ved distance og anderledeshed, men 
 også nærhed og fælleshed. Analysen af interviewene med kundeaktører viser overordnet set, 
 at samspillet opleves som mest ideelt, når konsulenterne er i stand til at begå sig, relatere og 
 vide som en slags insidere, men samtidig handle og indgå i interaktion fra en outsider-
 position, dvs. uden at miste magien i outsiderens udfordring, politiske neutralitet, objektivitet 
 og nye ideer. Dette indikerer tydeligvis en hårfin balancekunst, som ikke er nem at opnå og 
 opretholde i praksis. 


I kapitel 8 sættes netop fokus på denne balancegang ideelt set. Den tvetydige position er 
 mest konstruktiv og har størst potentiale, når den er karakteriseret ved både nærhed og 
 distance på samme tid. Det betyder, at konsulenten må indgå i kundeorganisationen på en 
 langt mere involveret måde end det, man traditionelt har kaldt at bevæge sig 'på kanten' af 
 organisationen. At være en effektiv ekstern forandringsagent indebærer at deltage i og blive 
 del af det eksisterende, men kun i en vis grad og på en ganske bestemt måde. Denne ideelle 
 insider/outsider-position konceptualiseres som perifer deltagelse. Det vil sige, at der skal 
 foregå en bestemt form for integration af konsulenten i organisationen. Eksterne konsulenter 
 kan ikke være med til at skabe forandring, med mindre de lærer organisation, kultur, 
 mennesker, aktiviteter og hverdag at kende - og den læring sker i interaktionen med 
 organisationens medlemmer og ved at deltage i deres aktiviteter. Samtidig handler det ikke 
 kun om at komme tæt på for at få ting til at flytte sig - det handler i lige så høj grad også om 
 ikke at komme for tæt på. En grad af distance og differentiering skal hele tiden fastholdes. 


Rollen som outsider - 'den der kommer udefra' - må aldrig mistes af syne.  


Ideelt set skal grænsedragningen mellem insidere og outsidere således vedligeholdes 
samtidig med, at konsulenterne gradvis lærer, forstår og indlever sig i det interne. Det 
forudsætter konsulenternes deltagelse i hverdagsaktiviteter. Det handler med andre ord ikke 
bare om, at konsulenterne skal involvere ledere og medarbejdere i projektarbejdet, men at 



(15)konsulenterne skal involvere sig på en bestemt måde i de dele af hverdagsaktiviteterne i 
 organisationen, som er relevante for opgaveløsningen. Uden denne perifere deltagelse bliver 
 konsulenterne ikke i stand til effektivt at udfordre, overbevise, bevise og få ideer og løsninger 
 til at virke i praksis. 


Nøglepersoner i kundeorganisationen, som f.eks. opdragsgiver, projektsponsor og 
 projektleder spiller dog også en afgørende rolle for at dette lykkedes. Ingen kan integrere sig 
 selv. Konsulenter skal gives muligheder for deltagelse på de rigtige tidspunkter og i de rigtige 
 aktiviteter og muligheder for at bruge den nødvendige tid til at gå i clinch med organisationen. 


Konsulenter skal gives adgang til de rigtige mennesker, netværk og informationer. Den 
ledelse, der hyrer konsulenterne ind, skal gå foran og demonstrere, at deres udfordring og 
anderledes tankegang er legitim. Man vil aldrig få det optimale ud af at bruge konsulenter, 
hvis man holder dem på distancen eller overlader dem til deres egen skæbne. Omvendt kan 
det være lige så problematisk at knytte dem for tæt til ledelsen og en bestemt agenda. Begge 
dele kan være med til at marginalisere deres input i organisationen og underminere potentialet 
for forandring. 
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(17)Chapter 1 



Introduction  


"Management consulting is an independent 
 professional advisory service assisting managers 
 and organizations to achieve organizational 
 purposes and objectives by solving management 
 and business problems, identifying and seizing new 
 opportunities, enhancing learning and 
 implementing changes" (Kubr 2002: 10). 


This thesis is about management consulting as it is relationally accomplished in the context of 
 work organisations. Management consulting is commonly defined as in the above quote by 
 Kubr (2002) taken from his classic guide to the management consulting profession. The 
 definition is useful here for the purpose of pointing to who management consultants are as an 
 empirical category of professionals, in most cases employed by or part of management 
 consulting firms who together constitute an industry that offers particular services to other 
 organisations. These are the kind of consultants I followed as they worked in client 
 organisations to assist in achieving organisational purposes defined by the client management 
 who hired them.  


Management consulting involves 'two partners' as Kubr (2002) puts it; the client and the 
 consultant, a buyer and a supplier. However, management consulting involves much more 
 than just this buyer-supplier relationship. A quote by one of the consultants in my study can 
 provide a glimpse: 


"It is funny, because we have three different clients where we have done basically the 
same. And then you can say; because of people, because of execution-power, because of 
politics and all kinds of other things… the approach in the strategy work has been 
fundamentally the same, but the result, if you can put it like that, has been extremely 
different." (Consultant). 



(18)The client organisation moves into focus. In order to deliver their service consultants enter 
 client organisations and what they do there is done in interaction with members of that 
 organisation. What they do is in other words fundamentally tied up with the people, 
 processes, power, politics, culture and everything else that organisations are about. This is 
 especially acute in the context of the type of assignments I studied where consultants are 
 extensively engaged at different levels in the client organisation in the effort to implement 
 change.  


Management consulting is not just what consultants do or a service they deliver to a 
 client. It is an organisational activity that consultants have a role in making possible by 
 engaging in action and interaction in client organisations from a particular position made 
 available to them by members of that organisation. That is management consulting in action 
 as I explore it in this thesis. It is collective activity and social relations involving actors 
 defined as external management consultants and actors defined as members of the client 
 organisation. The object of analysis is how management consulting, and its potential value, is 
 relationally and mutually constituted in such client-consultant relations in the context of 
 organisations.  


A MATTER OF COLLABORATION? 


The relationship with the client is generally viewed as important in management consulting. 


Relationship building, close collaboration, team work and partnership is emphasised and it 
 has become common to speak of close client collaboration as a key factor for creating value 
 (Carucci and Tetenbaum 2000). As the Management Consultancies Association in the UK 
 states:  


"The most effective consultancy projects are those in which client and consultant work as 
 members of a team, each bringing their own knowledge, expertise and resources to bear 
 in realising an opportunity or resolving a problem" (www.mca.org.uk).  


Close collaboration, team work and partnership are increasingly seen as recipes for the 
success of consulting services and the way to get results. Consulting firms therefore also 



(19)brand themselves with reference to this idea. The following well-known consulting firms can 
 provide illustration: 


"Collaboration works... Experience it with Capgemini. At Capgemini you won't find a 
 traditional consulting experience. We work jointly with clients. Collaboration is part of 
 Capgemini's DNA, and it is one of the pillars of our service delivery. It is how we get 
 results" (www.capgemini.com) 


"We work with our clients not for them. By collaborating with our clients throughout 
 engagements, we build support, ensure momentum, and reach workable solutions" 


(www.mcKinsey.com). 


The idea of the detached expert supplier who delivers a service to clients is being left behind 
 and relationship building and collaboration are seen as crucial for ensuring client ownership 
 of problems and solutions as it has long been argued in the context of process consulting 
 (Schein 1999). David Maister, the adviser of advisers, has more than anyone else become the 
 advocate for the benefits of moving from a transactional way of dealing with clients to a 
 relationship one, described as comparable with a 'romance' characterised by trust. (Maister 
 2005). 


"Relationships are not more 'noble' than transactions, but where they can be created they 
 are much more profitable. Accordingly, many professionals will want to make the 
 terrifying and difficult transition from skilled seducers to relationship-minded 
 collaborators." (Maister 2005: 7). 


Kubr (2002) in his guide to the management consulting profession seems to agree: "Without 
 client-consultant collaboration, there is no effective consulting" (2002: 66) as he puts it. A 
 relationship of understanding, collaboration and trust has to be built (ibid.).  


Redefining collaboration 


The focus on the importance of achieving effective client-consultant collaboration in 
 consulting was also the background for the initiation of the study that forms the basis of this 
 thesis. The PhD research is part of a development project on client-consultant collaboration1
        


1 The development project on client-consultant collaboration in DI/DMR is titled "Vækst i Vidensamfundet". 


The project is funded by The Industrial Mortgage Fund of Denmark and initiated together with Copenhagen 
 Business School. The qualitative fieldwork study that forms the empirical basis of this thesis was carried out as 
 part of the project and constitutes one of the main research activities within the project. In addition, a 


quantitative client survey and a qualitative interview study based on semi-structured interviews in 20 client 
companies were conducted as part of the project. 



(20)in the Confederation of Danish Industries (DI) and the Danish Management Association 
 (DMR)2. The aim was to develop new knowledge on how successful client-consultant 
 collaboration on change projects can be achieved. The starting point was that if it is the 
 collaboration that makes or brakes consulting then we need to know more about how it works 
 and how it is successfully achieved.  


However, the above perceptions of client-consultant collaboration as a recipe for 
 success bothered me from the start. For two reasons. Firstly it seems to imply that 
 management consulting is achieved mainly in relations between two individuals. The 
 metaphors commonly used speak for themselves; it is a 'romance' or a 'tango' for instance. 


Secondly, collaboration is a loaded concept that carries implicit associations of a close and 
 positive relationship and common-sense assumptions on how to make it work, i.e. openness, 
 willingness, good communication, relationship building, trust, common goals and pre-defined 
 terms, expectations and roles. 


There is of course nothing wrong with all this and trying to achieve good collaboration 
 in that sense can undoubtedly be beneficial. But in the midst of all the collaboration rhetoric 
 we risk forgetting that client-consultant collaboration is a complex matter far beyond a 
 straightforward recipe for getting results or creating value. The obvious point is that it takes 
 two to 'tango' and 'romance', to stay with the metaphors, and collaboration does not just work 
 simply because consultants work collaboratively and have 'a relationship way' of dealing with 
 clients. Moreover on the kind of assignments I focus on where 'the client' is not just the 
 commissioning manager or project sponsor, but a range of managers and employees in the 
 organisation, it makes no sense to talk about it as a 'tango' or a 'romance' at all. 'Romance' 
 after all is a one-on-one interpersonal way of interacting and relating. Management 
 consultants are mainly engaging in social interaction and social relations because that is the 
 nature of the situations they are in most of the time. 


Consultants know from experience that working with a range of different people in 
 client organisations increases the complexity of their work. It means that they, as contracted 
 outsiders, are faced with issues of resistance, organisational politics and lack of ability, power 
 or will of the managers they attempt to work with and through to enforce changes. This is 
 what the consultant quoted above is talking about. In addition attempting to build trust and 
        


2 DMR (Dansk Management Råd) is a trade association within the Confederation of Danish Industries (DI), 
representing the management consulting industry. 



(21)close relationships with a range of different managers and employees across different levels 
 and functions represents its own set of political challenges, not to mention the time and 
 opportunity required.  


A consulting approach of getting engaged in an organisation as an external change agent 
 is fundamentally uncertain because the delivery of the service that has been sold to the client 
 has to be accomplished collectively in an organisational context. How consultants and what 
 they do is received, interpreted and reacted to by the people they work with in the client 
 organisation frame and condition this accomplishment. And it raises issues that can not only 
 be dealt with under the umbrella of the common-sense perceptions of how to achieve good 
 collaboration, teamwork and close relationships.  


The dictionary definition of collaboration simply says: 'to work together with someone' 
 (Oxford dictionary 1995). Working together means engaging in social interaction and that 
 again implies a social relation, although not necessarily a personal, close or positive one. It is 
 in this sense I talk about client-consultant relations. In the next section I describe my 
 analytical approach and focus in more detail.   


ANALYTICAL FOCUS AND APPROACH 


The thesis is situated within an overall approach to the study of management consulting that 
 foregrounds its mutual and dialectic aspects. Client-consultant relations therefore figure as a 
 central aspect within such research on consulting (Clark 1995; Sturdy 1997; Fincham 1999; 


Pellegrinelli 2002; Werr and Styhre 2003; Johansson 2004). Within this approach it is 
 emphasised that there is a high degree of interdependency between consultants and clients 
 (Fincham 1999) and the consultancy process is seen as a co-operative effort between 
 consultant and client, i.e. mutually constituting, interactive and dialectical in nature (Sturdy 
 1997; Johansson 2004). As mentioned in the beginning of the introduction this means that 
 management consulting is explored as relational and situational practice that is accomplished 
 in relation to internal actors3 in the context of a client organisation. 


       


3 I use the terms 'internal actors' or 'client actors' to refer to members of client organisations defined by way of 
employment, i.e. managers and employees.  



(22)Approach to the study of client-consultants relations 


The subject of client-consultant relations is however dealt with in a variety of ways more 
 generally, as for instance the above relationship-building focus. In chapter 3 I will explore 
 such practitioner-oriented perspectives further and the tendency to treat client-consultant 
 relations as a matter of interpersonal one-to-one relationships, often focusing mainly on the 
 relationship with the commissioning client or project sponsor. In the context of the kind of 
 assignments I studied, such perspectives are clearly not sufficient because consultants interact 
 with and relate to a much wider range of actors in client organisations as already mentioned.  


However, the approach of privileging individuals and interpersonal relationships has the 
 more important implication that social aspects of relations, such as collective identification 
 and collectively held definitions and perceptions, are left more or less out of the picture. This 
 is highly problematic since such aspects influence all human action and interaction. As social 
 beings we could not act or interact without them.  


In most practitioner-oriented literature on consulting, and amongst consultants, relations 
 are mainly talked about in personal and psychology inspired ways. This thesis will do the 
 reverse and privilege the social aspects of relations between people using a sociological 
 perspective. The relevance of the present thesis is thus related to an objective of counteracting 
 the general tendency of individualism in most discourses on consulting and contributing to an 
 understanding of management consulting as a social phenomenon.  


Another tendency in the existing literature is to focus mainly on the consultant as the 
 main agent of the relation. This means that the role consultants assume in relation to clients is 
 seen as the result of how consultants identify and position themselves. This relates also to the 
 way consulting roles are commonly talked about, namely as something consultants choose 
 and define. Such perspectives do not take into account the fact that consultants are social 
 actors in the minority entering a social context, i.e. the client organisation, where they will in 
 one way or another be collectively identified and positioned by people in that context. At the 
 very least it is problematic to assume that any social actor can freely position him or herself in 
 social interaction.  


Also in this regard I will counteract the general tendency by making the client context 
rather than consultants the focal point of the analysis. This is based on the assumption that the 
position consultants acquire in concrete situations on assignments depends to a large extent on 
the positions internal actors make available to them. The analysis focuses on collectively held 



(23)perceptions and definitions of consultants that establish, frame and condition management 
 consulting and create both opportunities and limitations for the realisation of its potential.  


The empirical starting point for the analysis is client experiences of working with 
 consultants in the context of the assignments. More precisely how consultants and what they 
 do is experienced, interpreted and reacted to in the client organisation. The analysis explores 
 patterns of how consultants are defined and perceived as particular kinds of social actors in 
 particular social contexts. The purpose of this exploration is to show how consultants become 
 positioned in the client organisation, and in different parts of the organisation, and what that 
 means for their opportunities for taking part in creating change as they aim to do.  


Although I focus mainly on client definitions in this thesis it is at the same time 
 important to emphasise that consultants take part in creating the definitions of the kind of 
 social actors they are in relation to internal actors. And internal actors and consultants assume 
 their positions in relation to each other. The consultants are therefore not absent from the 
 analysis. Social differentiation is always the result of relational construction and negotiation 
 (Jenkins 2004). So also in the context of consulting. 


Making sociological sense 


The present research and analytical approach is positioned within a tradition of scholarship 
 described by Richard Jenkins (2002) as 'generic sociology' (2002: 22) including social 
 anthropology and other social studies approaches such as social history and social 
 psychology. Jenkins is professor of Sociology, but with a background in anthropology that he 
 defines as "a distinctive kind of sociology" (2002: 20). My own background is similarly 
 anthropology and the analytical approach of this thesis can be seen as inspired by Jenkins idea 
 of 'sociological sense'. At its most basic it is an analytical interest in making sense of patterns 
 of social behaviour and perceptions paying particular attention to established relations 
 between social actors and the shared ways in which they interpret action and interaction and 
 invest it with meaning (Jenkins 2002).  


"Sociology is the study of the recurrent or regular aspects of human behaviour. Wishing 
one neighbour a good morning and ignoring another is not, as a one-off occurrence, 
sociologically interesting. Do it every day, and, as an established relationship of 
inclusion and exclusion, it becomes so." (Jenkins 2002: 15).  



(24)In this thesis I look at management consulting as such an established relation of 
 differentiation. Or in Goffman's (1959/1990) terms, as a particular type of interaction setting 
 where collectively held definitions establish what kind of social actors consultants are in 
 relation to internal actors, their characteristics and abilities, the roles they play, the functions 
 they fulfil as well as the value of their activities and abilities. This is related to processes of 
 collective identification in Jenkins' terms (2004).  


"Without repertoires of identification we would not be able to relate to each other 
 meaningfully or consistently. We would not have that vital sense of who's who and what's 
 what. Without identity there could be no human world. Which suggests the fundamental 
 importance to sociology of understanding identity and its workings. Knowing who's who 
 and what's what is as fundamental to the sociological enterprise as it is to everyday life." 


(Jenkins 2004: 7).  


Repertoires of identification, or social differentiation as we might also call it, are fundamental 
 to all human relations and thus also to consulting. In chapter 3 I will elaborate more on this 
 basic theoretical framework for understanding differentiation and its workings.  


The focus in the analysis is primarily on the way client actors differentiate consultants 
 and what that means for consultants' opportunities for taking part in influencing what goes on 
 in client organisations. Consultants become positioned in ways that produce both 
 opportunities and limitations as we shall see throughout the analysis. The established relation 
 between internal actors and consultants is highly ambiguous. It is however precisely by living 
 in and negotiating that ambiguity that value can potentially be created. Value is defined 
 broadly here as that which makes consulting valuable for organisational actors, i.e. new 
 meaning, new ways of relating, negotiating and influencing as well as making types of action 
 and interaction possible that would not otherwise have been possible. This is all part of social 
 change.  


The research approach is inductive emphasising the meanings social actors attach to 
what they experience. A basic anthropological/sociological framework for understanding how 
differentiation works, inspired mainly by Barth (1969) and Jenkins (2004), is nevertheless 
fundamental for the way I analyse and make sense throughout the thesis. This basic 
framework will be described in more detail in chapter 3. Such a basic analytical framework 
allows us, as Jenkins argues, "to get on with the sociological business of approaching all 
human experience on its own terms in order better to understand it" (Jenkins 2004: 14). It is 
important to emphasise that theory for me is not an end in itself and the objective of this thesis 



(25)is not to develop or advance sociological theory. The analytical framework and the analytical 
 concepts I use in the analysis are tools to help me make sense of the empirical material. I 
 therefore have an eclectic approach using different concepts and terms to make sense of, point 
 to and encircle the issues I am analysing in different ways.    


Relevance for practice 


The thesis aims to contribute to an understanding of how the social dynamics of client-
 consultant relations work and under what conditions opportunities for influence are created. 


This is clearly relevant for all parties involved in management consulting. I will however not 
 provide a recipe on how to achieve 'a value-creating relation', because this achievement is not 
 something any single actor can secure. It is, as I have also argued above, a social 
 achievement. What can be done instead is to give practitioners the opportunity to increase 
 their understanding of how these social relations work and how they themselves become 
 positioned in interaction as well as how to navigate and negotiate the implied ambiguities as 
 beneficially as possible within the limits and conditions of any given situation.   


The present research was practitioner-oriented from the outset and anchored in a 
 practitioner context (DI/DMR) as described above. The research has continued to have an 
 applied focus throughout the process as I have discussed with and presented my research to 
 consultants and on a few occasions4 also to managers who use consultants. This has benefited 
 my research in numerous ways, but more than anything it has constantly reminded me of the 
 crucial importance of relevance and engaging with the issues practitioners experience in 
 everyday organisational life. Issues that might not be part of the standard story and discourse 
 about their practice. When I get up in front of management consultants to talk to them about 
 their practice I know some of what happens on assignments, in interactions with client actors 
 and what kind of situations they find themselves in. I can share the insights of my analysis in 
 a way that gives them a particular take on what they experience. A take that hopefully gives 
 them new ways to understand it, talk about it, reflect on it and thus also become better at 
 dealing with it in practice. This is part of the potential value of my contribution. 


       


4 It has generally been management consultants who have shown the most interest in the research. 



(26)THE STUDY AND EMPIRICAL CONTEXT 


Two management consulting firms5 participated in the empirical study that forms the basis of 
 the thesis. Both are firms who offer management consulting services as broadly defined by 
 Kubr (2002) above. They offers services aimed at assisting management in changing 
 organisations for the better; making them 'leaner', more effective, more profitable, better at 
 selling, better at product development, better at managing projects, better at organising and 
 managing their business and organisation. Both consulting firms are Danish firms. I will get 
 back to their positioning within the Danish management consulting industry below. 


The study revolved around two consulting assignments6, one with each of the consulting 
 firms, in two different client organisations; a hospital and a manufacturing company. Both 
 assignments were characterised by extensive consultant engagement with internal actors at 
 different levels in the client organisations. I followed the assignments by observing ongoing 
 interaction between consultants and client actors and interviewing them about their experience 
 of working together. The methodological approach is anthropological and the research was 
 designed as a field study where ongoing interaction in concrete situations was observed and 
 the meanings and interpretations of involved actors explored in interviews. Research and 
 methodology is described in more detail in chapter 2 where I also reflect on my approach to 
 anthropological fieldwork and representation as well as the particular conditions for fieldwork 
 in the context of consulting.  


The assignments 


The first assignment was in a hospital where the consulting firm was hired to implement Lean 
 manufacturing principles in a day surgery unit. The aim was to increase productivity and 
 secure that the day surgery facility was used as efficiently as possible. The project involved 
 the day surgery unit itself as well as the different surgical units that use the day surgery 
 facility. The consulting firm was brought in by top management in the hospital and a vice-
 director had the role as commissioning client and project sponsor throughout the project. 


       


5 The consulting firms as well as their clients are anonymous in the thesis. 


6 A third consulting firm also participated with a smaller 1-month assignment that I followed as a pilot fieldwork 
study. I will not draw directly on the empirical material related to this assignment in the thesis. 



(27)The second assignment was in a manufacturing company in the middle of a turnaround- 
 and strategy implementation process. The consultants were hired to help with this stage-by-
 stage change process. The change efforts they worked on in different departments were 
 generally focused on increasing productivity and changing company culture. I followed a 
 project in a unit within production and a larger project spanning across sales, customer 
 services and production as well as activities related to the overall turn-around-process. Here 
 the consulting firm was similarly hired by top management. The main commissioning client 
 was the CEO, while other top managers had the role as project sponsors in relation to the 
 different projects that were running.   


The consultants working on the assignments in both contexts identify as management 
 experts in some way or another, but not in the traditional sense as detached expert advisors. A 
 crucial aspect of their approach is the focus on implementing and working hands-on with a 
 range of client actors. On the assignments they involved and worked with a range of client 
 managers at different levels as well as key employees. They had a relatively high degree of 
 physical presence in the client organisation throughout the assignments.  


The assignments thus represent the general tendency that management consultants are 
 becoming more involved in the implementation of the solutions they propose (Morris, 2000). 


Clients are increasingly demanding hands-on collaborators who take part in realising 
 solutions and securing sustainable change (Antal and Krebsbach-Gnath 2001; Czerniawska 
 1999, 2002; Morris 2000). Implementation in this sense does not just refer to a particular 
 phase of a consulting project or a particular service. Rather it refers broadly to a consulting 
 practice of working closely with people at different levels in the client organisation in the 
 attempt to put expertise and solutions into practice and create change by involving and 
 applying as you go along. It is 'doing' as Czerniawska (2002: 100) puts it, rather than just 
 advising, prescribing or facilitating, practised by consultants who see themselves as both 
 experts and change agents.  


The scope of the research is limited to these types of consulting assignments and it is 
further limited to the consulting process itself and does not include aspects related to the 
buying process, initiation of the assignments or the continued change process when 
consultants are no longer present. The research was carried out in a Danish context. In the 
following I locate the two management consulting firms that participated in my research, 
within the management consulting industry in Denmark.   



(28)The Danish management consulting industry 


The boundaries of the management consulting industry are generally difficult to define and 
 this is also the case in a Danish context (Poulfelt 1999). Matters of industry size and turnover 
 are thus always estimates. According to the Danish Management association (DMR) the 
 industry is relatively large in Denmark with a total turnover of 14.8 billion DKK in 2006, 
 representing 0.9% of the Danish GNP compared with the average of 0.58% in the rest of 
 Europe (DMR Brancheanalyse 2006/2007). The last couple of years the industry has enjoyed 
 large growth rates of 23% in 2005, 22.5% in 2006 and similar rates are estimated for 2007 
 (ibid.). Manufacturing companies and the public sector are the largest client groups each 
 accounting for over a fourth of the turnover in the industry (ibid.).   


The industry is characterised by a small number of large firms and a large number of 
 small firms amounting to a total of 7500 consulting firms according to DMR. 11% of these 
 are categorised as larger firms that have annual turnovers over 50 million DKK. These 11% of 
 the firms account for 79% of the total annual turnover of the industry (DMR Brancheanalyse 
 2006/2007). It is thus a small group of larger firms that dominate the industry. Research on 
 the Danish consulting industry from the 1990's (Payne and Poulfelt 1993, Erhvervsfremme 
 Styrelsen 1999) similarly concluded that the industry is fragmented in this way. A survey 
 showed that 25% of the largest firms accounted for 90% of the total turnover in the industry 
 (Erhvervsfremme Styrelsen 1999).  


The two firms that participated in my study are amongst this group of larger firms as 
 categorised by DMR and both employ between 100-200 people including administrative staff. 


They are domestic Danish firms and are thus not amongst the big international players in the 
 global management consulting industry7. The two consulting firms offer services that 
 correspond with the category of services that are most common in the Danish consulting 
 industry as a whole and this is similarly the case with the two assignments I followed.  


The client organisations in my study are also representative of the typical client groups, 
 manufacturing and the public sector, even though healthcare is not amongst the most typical 
 of public sector clients. Hospitals in Denmark are however increasingly using management 
 consulting firms such as the ones that participated in my research because of their Lean 
 expertise.  


       


7 At least up until the end of the 1990's the big international consulting firms accounted for less than one-third of 
the Danish management consulting market (Poulfelt 1999). 



(29)The DMR industry analysis (DMR Brancheanalyse 2006/2007) uses the term 'advice' to 
 designate this category of classic management consulting services within strategy, business 
 development, organisational development, management development, restructuring, 
 turnaround, rationalisation etc. 63% of the total turnover in the industry in 2006 was related to 
 these types of management consulting services (ibid.). A survey carried out in the 1990's 
 (Erhvervsfremme Styrelsen 1999) showed a similar pattern where the majority of the services 
 offered are described as management development, organisational development and strategy- 
 and business development.  


The DMR industry analysis (DMR Brancheanalyse 2006/2007) furthermore showed a 
 shift within the category 'advice' from analysis-oriented assignments towards greater 
 involvement in implementation as described above. A client survey conducted by the 
 Confederation of Danish (DI) as part of the development project on client-consultant 
 collaboration similarly indicated that consultants work in a combination of roles were they 
 carry out analysis, contribute with expert knowledge, develop and implement solutions and 
 work on generating acceptance of changes in the organisation (Jensen 2006) 8. This picture fits 
 the profile of typical assignments in the two consulting firms that participated in my study as 
 well as the two assignments I followed.  


The same tendency has also been found internationally as described above, where 
 Czerniawska (1999, 2002) for instance describes it as a shift to the role as 'involved doers'. As 
 businesses and organisations everywhere are searching for the key to creating sustainable 
 change, consultants are meeting the demand. They are offering to 'do', and marketing their 
 implementation and change management abilities as the way to get results (Czerniawska 
 2002). There is thus both client 'pull' and supplier 'push' reasons for the increased interest in 
 change implementation in management consulting (Morris 2000: 128). 


STRUCTURE OF THE THESIS 


The thesis is centred on the empirical analysis that unfolds over the course of four chapters, 
 namely chapters 4-7. Each of these four chapters focuses on an overall theme based on 
        


8 The survey was web-based and distributed to a range of the biggest DI member companies. The survey had 174 
respondents - CEOs, vice-directors, assistant directors, head of departments and project managers. 



(30)patterns in the ways client actors from both the hospital and the manufacturing company 
 experience working with the consultants on the assignments. The basic idea of the four 
 chapters is to show how internal actors differentiate consultants in ways that attribute them 
 with special abilities or value-adding potential in other words, but also how the position they 
 come to occupy is one of ambiguity. 


The point of departure in each of the four chapters is one aspect of this value potential; 


the 'outsider magic' as I also refer to it. The theme of chapter 4 is the ability to challenge and 
 question. In chapter 5 it is the ability to influence, convince and negotiate. Next is the ability 
 to document and prove in chapter 6. Lastly we have the ability to provide solutions and new 
 ideas in chapter 7. These abilities are all related to the way consultants become positioned by 
 internal actors as particular kinds of outsiders in relation to the client organisation. By way of 
 this differentiation they are attributed with abilities to do things 'we' cannot do.  


However, as we shall see in each of the chapters that position is at the same time 
 vulnerable, under risk and potentially marginalising in different ways. Each of the four 
 chapters thus explores how the particular aspect of the outsider position dealt with in that 
 chapter creates both opportunities and limitation. But also how the magical potential might be 
 sustained and realised. These strands on realising the value potential are pulled together in 
 chapter 8 by suggesting a way of conceptualising a theoretically ideal consulting position. A 
 position from where the ambiguity might be most fruitfully negotiated based on what we have 
 seen in the analysis.   


Before entering the empirical analysis, we have first chapter 2 on research and 
 methodology and chapter 3 on how client-consultant relations have been dealt with in existing 
 literature as well as my analytical framework. Chapter 2 goes into detail with the research 
 process and how I conducted fieldwork by observing and interviewing. Furthermore I reflect 
 on the methodology of fieldwork and representation within anthropology and specifically in 
 relation to my research context of consulting. Chapter 3 has the dual purpose of firstly 
 exploring selected texts within the literature on management consulting in order to position 
 the thesis in relation to these different ways of conceptualising client-consultant relations. 


From this follows the outline of my approach, analytical framework and the basic argument 
that is unfolded in the four empirical chapters. Without further ado it is time to embark on the 
journey that starts with my research process. 



(31)Chapter 2 



       Research and Methodology    


"My entire scientific enterprise is indeed based on 
 the belief that the deepest logic of the social world 
 can be grasped only if one plunges into the 
 particularity of an empirical reality, historically 
 located and dated, but with the objective of 
 constructing it as a "special case of what is 
 possible", as Bachelard puts it, that is, as an 
 exemplary case in a finite world of possible 
 configurations" (Bourdieu 1998: 2). 


The methodological approach of the research that forms the basis of this thesis is qualitative 
 and exploratory. The research was designed as a fieldwork study focusing both on following 
 change assignments in the context of client organisations and subsequently interviewing 
 involved actors. The aim was to gain an in-depth understanding of the phenomenon of client-
 consultant relations embedded in organisational contexts. The design was inspired by an 
 anthropological approach concerned with ongoing interaction in concrete situations and the 
 related meanings and interpretations of involved actors. The fieldwork activities constituted a 
 combination of observation, informal conversations and qualitative interviews with actors 
 involved in the consulting process, both external consultants and internal actors in the client 
 organisations.  


As described in the introduction, the focal point of the analysis in this thesis is client 
perceptions and definitions of consultants. Interviews with the internal actors that worked and 
interacted with the consultants, therefore comprise an important source of empirical material 
around which the empirical analysis evolves in this thesis. It is the themes and patterns 
identified through content analysis and coding of the interviews with internal actors that 
guides the analysis in its textualised form. The analysis is nevertheless intimately tied up with 



(32)and informed by the fieldwork experience as a whole9. This sum of experiences, 
 conversations, observations and interviews is an integrated part of the analytical process that 
 resulted in the present text. Hence, in the text itself I also present material from interviews 
 with the consultants on assignment in the two client organisations I focus on as well as 
 descriptions of situations I observed to further illustrate the themes from the client interviews.  


The purpose of this chapter on research and methodology is to provide a sense of how 
 my field was constructed and how I 'fieldworked' it, so to speak. As well as the 
 methodological reflections related to fieldwork and representation within my academic 
 discipline that is anthropology. Fieldwork is, however, only the first step in a research 
 process. The research, as it finds expression in this text, is fundamentally 'at one remove from 
 life' to use Hastrup's turn of phrase (1993: 155). Analysis and textualisation constitutes yet 
 another process of construction which means that the thesis does not constitute a report on the 
 field research and empirical material as such. The choices made with regards to representation 
 is therefore an equally important part of research methodology. In the following I focus firstly 
 on the part of the research process I call fieldwork and the empirical material produced.   


FIELDWORK AND EMPIRICAL MATERIAL 


With the concept of field I am not referring to a particular locality or context, but to the field 
 as it emerged through my process of being present at the client sites, interacting, observing 
 and interviewing with the purpose of researching client-consultant relations. The field is thus 
 not just 'out there'; it is emergent. Fieldwork creates the field in this sense and it is determined 
 by the situations and the people the researcher experiences and encounters.  


The main fieldwork activities were observation, informal conversations and 
 interviewing in relation to the two assignments described in the introduction, one in a hospital 
 and one in a manufacturing company carried out by two different consulting firms. Three 
 consultants were involved with the assignment in the hospital, one is a partner who 
 participated mainly in steering group meetings. In the manufacturing company seven 
        


9 In addition to fieldwork on consulting assignments, I have throughout the PhD-project met, talked with and 
presented my research to consultants from different consulting firms and the conversations, discussions, 
comments and responses have all in some way or another influenced how I think about client-consultants 
relations. 



(33)consultants were involved, but the situations I experienced mainly involved the five of them, 
 one of whom is a partner. All consultants from both firms are relatively experienced as 
 consultants and/or has previous management experience. The client engagements were less 
 hierachically organised than what has traditionally been the case in firms like McKinsey for 
 instance and the consultants engaged in interaction, to varying degrees, with client actors at 
 all levels. 


The fieldwork took place over the course of two periods, June-December 2005 in the 
 hospital and November 2005-August 2006 in the manufacturing company. During those 
 periods I followed the consultants in their ongoing work with the assignments at the client 
 sites. Towards the end of each period I carried out interviews with relevant internal actors and 
 consultants amounting to a total of around 50 hours of interviewing. Prior to these two main 
 fieldwork periods had been a process of working on achieving formal access to consulting 
 assignments as well as a pilot fieldwork period, March-April 2005, where I followed a short, 
 smaller assignment with a third consulting firm10.  


Access to follow consulting assignments  


Gaining access has traditionally been difficult in the context of research on management 
 consulting. In my case the process was, if not easy, then at least made easier because the 
 research was part of a development project in a practitioner context as described in the 
 introduction. I was employed by DI11 as an 'Industrial PhD'12 and the negotiation of access 
 was a team effort accomplished by the project team in DI responsible for the overall project. 


DMR13 was as a partner in the project setup representing the management consulting industry 


       


10 Empirical material from fieldwork on this assignment is not directly included in the thesis, but the experience 
 was important for my initial process of learning about management consulting as well as developing the research 
 design.  


11 Dansk Industri (Confederation of Danish Industries)


12 I was employed by DI to carry out PhD research as part of the development project. On an Industrial PhD 
 Fellowship programme the student is employed by a company, and timeshares 50/50 between the university and 
 the company. The student is enrolled in a PhD graduate school at a University (CBS in my case), with the same 
 requirements as for an ordinary PhD plus a business course and a business report. The obligations regarding 
 disseminating knowledge are the same as for an ordinary PhD, except that the student does not have teaching 
 responsibilities at the university. The purpose of the Industrial PhD programme is to educate researchers with an 
 insight in the commercial aspects of R&D, increase R&D and innovative capacity in private companies and to 
 build networks disseminating knowledge between universities and private companies. The Danish Industrial 
 PhD fellowship program is supported and administrated by The Danish Agency for Science and Innovation 
 under the Ministry of Science, Technology and Innovation (http://fi.dk/site/the-industrial-phd-program). 


13 Dansk Management Råd (Danish management consulting association) 



(34)and promoted it to the members. As a project team we14 held meetings with a range of DMR 
 members who had expressed interest in participating. The response at the meetings was 
 generally very positive and a number of consulting firms initially agreed to give me access to 
 follow one of their assignments. However, as it turned out, it proved more difficult when it 
 came to actually identifying a concrete assignment, especially with regards to getting the 
 client to give consent.  


The process illustrated that the issue of access to observe consulting assignments is 
 complex not least because it involves two parties. Going through the consultants as we did 
 meant leaving the negotiation of access in their hands when it came to the client organisation. 


It is thus difficult to say precisely how the consulting firms went about doing this. It is 
 possible that the consulting firms were not in the best position to negotiate access for a 
 researcher at the same time as they were themselves negotiating their own access, i.e. selling 
 their services, and it is equally possible that they did not give it the highest of priorities.  


The consulting firms that succeeded did so firstly because they clearly made it a priority 
 to participate in the research. Secondly they both negotiated access for the researcher in client 
 organisations where they were already working. This meant that I did not get to experience 
 the buying process or the commencement of the assignments. The assignment in the hospital 
 had been running for about a month when I started the fieldwork and in the case of the 
 manufacturing company there was already a well established relationship as the consulting 
 firm had previously been working with this client helping them with their strategy. When I 
 started fieldwork the consultants had just started working on a number of projects in different 
 areas within the organisation as part of the overall turn-around process.  


In the project team in DI we also tried client organisations as an entry point for gaining 
 access and contacted a range of DI member companies, but that approach did not yield much 
 result. Firstly because it was difficult to identify when a company was about to, or in the 
 process of, working with consultants in the context of a change initiative and who precisely to 
 contact within the companies. Secondly, client companies were generally not nearly as 
 interested in or motivated for contributing to a research project on client-consultants relations 
 as the consulting firms. Although managers who use consultants generally find these issues 
 important and interesting, they are not in the role of client for a living, so to speak. It is not 
 part of their daily activities or primary responsibilities on a continuous basis. On one occasion 
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