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Values-Based Consulting: The Good Consultant’s Field Guide SAMPLE
This sample contains the abbreviated versions of five key chapters from "Values-Based Consulting," a practical guide for 
consultants who want to create genuine value for their clients while building sustainable, ethical practices. The full book 
addresses the fundamental problems with traditional consulting and provides concrete frameworks for transitioning to a 
partnership-based approach that empowers clients rather than creating dependency.￼
Based on the author’s nearly three decades of experience both hiring 
consultants and working as the Head of Consulting Operations for En Dash, 
this book challenges the industry's focus on billable hours and polished 
deliverables in favor of measurable outcomes and client capability building. 
It's written for consultants who refuse to accept the false choice between 
professional success and ethical practice.  It’s the book this industry has 
needed since its inception.
The complete book includes detailed methodologies, assessment 
frameworks, implementation guides, and real-world examples across topics 
like building trust, implementing change, measuring value, and knowing when 
to exit engagements. 
The complete book also is designed as an interactive guide and canvas.  It 
allows and enables readers to inspect, reflect and adapt current practices, 
approaches, mindsets and other areas, to ensure ongoing personal and 
professional growth and continuous improvement.
This sample provides a foundation for understanding why values-based 
consulting matters and how to begin shifting your approach.
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Introduction
This book exists because consulting, as it's commonly practiced, is broken.
Over nearly three decades as both a technology executive hiring consultants and as a consultant myself, I've witnessed 
tens of millions of dollars wasted on solutions that didn't fit, teams frustrated by cookie-cutter frameworks, and clients 
trapped in cycles of dependency. The costs—financial and opportunity—are immeasurable.
But it doesn't have to be this way.
If you've picked up this book, you likely share that nagging feeling that we can 
approach our work differently. You don't buy into the false dichotomy that says we 
must choose between being professionally successful and being ethical practitioners 
who genuinely serve our clients' interests.
This book is for the consultant who wants to do good work, continuously do better, 
and ultimately do well—without sacrificing values or integrity in the process.

Why This Book Exists: Addressing Consulting's Core 
Failures
I've spent years on both sides of the consulting table—hiring consultants as a senior 
technology executive in a number of organizations for nearly three decades now, as 
well as being one myself.
I've seen firsthand tens of millions of dollars wasted on "solutions" that didn't fit, teams frustrated by cookie-cutter 
frameworks, and clients trapped in cycles of dependency. No amount of PowerPoints will ever fix this dysfunction – 
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consultants valuing their outcomes over customers' outcomes. As the old saying goes: we've met the enemy, and they are 
us.
Traditional consulting models emphasize appearances over impact, frameworks over context, and billable hours over 
building genuine capability. The costs - financial, but more importantly in many instances, opportunity - are immeasurable.
According to a 2022 McKinsey report, only 30% of digital transformations succeed in achieving their objectives. According 
to multiple studies, up to 70% of transformation initiatives don't achieve their goals, and many consulting projects fail to 
deliver lasting value.
Key Learnings
• Traditional consulting often prioritizes frameworks over meaningful client outcomes 

• Long-term client empowerment should replace short-term deliverable focus 

• Ethical consulting balances profitability with real-world impact and value - from the client's perspective
Reflect, Inspect and Adapt:
• What are the common pitfalls of traditional consulting models from your experience? 

• How can your current or future consulting engagements focus more on outcomes than deliverables? 

• What steps can you take to help proactively foster client independence?
Want To Get Started Now?
Try the Strategyzer Strategy Canvas – Use to better align consulting strategy with client-specific value creation: https://
www.strategyzer.com/canvas/business-model-canvas  
 


Delivering Real Value￼
"Price is what you pay. Value is what you get." Warren Buffett
A consulting engagement that doesn't generate tangible value is simply an 
expense. Traditional metrics often focus on deliverables and hours billed, but 
these metrics often fail to capture the true impact of the work.
Defining Value: Beyond Hours and Deliverables
Deliverables are essential tools in consulting, but they only matter if they 
drive results. By shifting from deliverable-centric to outcome-focused 
engagements, consultants ensure their work has a real, measurable impact.
• Deliverables: PowerPoint decks, analyses, frameworks, or documentation. 

• Outcomes: Improved processes, increased team capabilities, reduced 
costs, or better decision-making.
Traditional metrics often rely on activity-based indicators, but these fail to 
capture the client's success or growth after the engagement. Value in 
consulting should be measured by tangible client benefits.
For all the talk about strategy, tactical wins are often where we need to 
start.
A great deal of consulting guidance is about strategy and moving away from the tactical. I believe that's good advice, 
except when it isn't.
When I was first brought to the parent office of the small division that was acquired and now part of a much larger Fortune 
500 organization, they wanted simply to stop the application that they had acquired from crashing and having the system 
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be unavailable multiple times a day.  This was a system that supported real time online transactions before that was a 
common expectation and it was a competitive advantage that was not actually occurring consistently enough.
They brought me in to solve a problem that ultimately had tactical solutions that brought clients back. This tactical solution 
bought time our team to develop and successfully implement a longer-term approach in a reliably, consistent way.  
Whether you consider it “buying time” or “acquiring political capital” or whatever term you use, it is a surprisingly 
unsurprising pattern that organizations won’t likely find success in focusing on long-term strategy while in a current state 
that is untenable.  
Even if there is commitment to long-term strategy, in many real world contexts, there IS no long-term if the short-term 
issues aren’t resolved.
Good consultants know this reality, and know how to help identify these relatively low effort, high impact opportunities.  
Tactical wins, especially at the beginning of a consultant engagement and partnership, are the “down payment” on 
strategy.  Good consultants capture these opportunities.
Key Learnings
•Measure Outcomes, Not Activity: Value is about tangible results, not effort 
•Prioritize Quick Wins: Early successes establish momentum and trust
•Embed Solutions: Changes only matter if they become a natural part of the client's daily operations and workflows
Reflect, Inspect and Adapt:
•What does value mean to you? 
•What does it mean to the client?


•What can you do to ensure you're regularly focusing on understanding what is valuable and helping create and measure 
it?
Want To Get Started Now?
As part of your backlog or roadmap building, brainstorm as a team those items that can be achieved quickly and provide 
clear and concrete value. Consider using the WSJF prioritization framework to compare deliverables and efforts against 
one another to prioritize valuable, tactical wins to get started.  WSJF is unique in the sense that it explicitly prioritizes 
based on multiple elements, including time criticality.  That makes it uniquely useful for this specific exercise.
 


Building Capability, Not Dependency
"The best way to predict your future is to create it." Peter Drucker
A successful consultant works themselves out of a job. The true measure of 
consulting success is in empowering the client to sustain improvements 
independently. This chapter covers the principles and practices of building 
client capability while fostering a culture of independence.
The Evolution of Modern Consulting
Traditional consulting emerged from a model of bringing external expertise 
to solve internal problems. This model worked when problems were more 
straightforward and solutions more universal.
Today's challenges require a different approach. Organizations don't just 
need answers; they need the capability to solve problems themselves. And 
to have the tools to be able to do so for problems and opportunities in the 
future – patterns to leverage for issues not yet known.
Why Capability Matters
Dependency-driven consulting keeps clients reliant on external support, 
while capability-driven consulting leaves them stronger and better equipped.
Dependency Pitfalls: 
•Repeated engagements for similar issues 
•Ongoing reliance on consultants for everyday problems 
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•Mistrust in you as a consultant in particular, and consulting in general
Capability Benefits: 
•Client self-sufficiency 
•Sustainable improvements that last beyond the engagement 
•Positive impressions of the impact you have as a consultant, and the possibility of future opportunities in other areas of 
the organization or other initiatives
Key Learnings
•Start with clear baseline measurements 
•Map capabilities to business objectives
• Identify critical skill gaps early
Reflect, Inspect and Adapt:
•Do you periodically check back in with former clients or engagement contacts to see how they're doing, beyond from a 
business development or sales perspective? 
•Do you measure your impact by how self-sustaining a client is after your exit?
Want To Get Started Now?
Try a Capability Mapping Assessment. Smartsheet has some great sample templates here, and you can download them 
for Excel or Google Sheets if you don't use Smartsheet: https://www.smartsheet.com/content/business-capability-
templates#business-capability-heatmap-matrix-template  


Getting to "Done"
"Better a diamond with a flaw than a pebble without sparkle." Confucius*
One of the challenges I've observed in most work, particularly in knowledge or 
"thought work," is the tendency to focus on activity or output without necessarily 
achieving meaningful outcomes.
It's essential to remember that while certain intangible activities or outputs are 
necessary, what truly matters is getting things over the proverbial line—what we 
have genuinely done.
The sad truth, that I often have to remind myself, is that customers can't tell and 
don't care whether we're 1% done or 99% done. Anything less than 100% done – 
as in a product or solution or service available for use by our customers – is 
useless.
The Value of "Done" in a Consultant's Toolbox
A Good Consultant understands that delivering real, usable solutions to clients 
holds immense, sometimes immeasurable, value. However, many consulting 
approaches get bogged down in the methodology—debates over frameworks, 
processes, and metrics—and lose sight of this ultimate goal.
Great consultants focus on the tangible impact of their work. They make it possible for clients to experience benefits, 
whether the outcome is a cultural shift, a strategic realignment, or a finished product. The focus is not on dogmatic 
adherence to one framework but on using agile as a way to enhance outcomes. It's the results that matter to clients—not 
the tools, not the terminology.
A Consultant's Broad Palette
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What sets experienced consultants apart is a broader palette of experiences—a toolkit of lessons learned across various 
contexts. This is not necessarily bound to age, although years in the field can enhance one's range of experiences.
Good Consultants can "rent out" their histories, allowing clients to benefit from the lessons and skills we've developed 
over years of navigating diverse challenges. Our job as consultants is not merely to replicate past successes but to apply 
learned insights thoughtfully to each unique client context.
Key Learnings
• Done is better than perfect • Customers can, and generally do, find value in imperfect solutions but those which are 
available for production use • Incremental completion builds momentum and helps limit risk while simultaneously helping 
some users with some of their needs
Reflect, Inspect and Adapt:
•What does "DONE" look like to you as a general default for client products, projects and solutions? 
•When does that definition change, and why? 
•Have you had experiences where what you believed "DONE" meant something different to you than the client?
Want To Get Started Now?
Dependency Mapping can help with collaboratively identifying dependencies - across other products, services and also 
across other teams. Consider templates like dependency mapping tools from Mural for capturing dependencies - so they 
don't get in the way of DONE.
 


Know When To Go
"How lucky I am to have something that makes saying goodbye so hard." 
A.A. Milne
I reported to a CEO once who frequently paraphrased an old blues song, 
something along the lines of "the things that make you great are also the 
things that make you awful".
I find that one of the reasons I believe I've had some level of success in 
consulting is the real and foundational caring about the people and teams 
and organizations who I am fortunate to call clients and partners.
I find this also can make exiting difficult, especially since most transformative 
consulting engagements are still actively underway when the efforts are 
transitioned fully to internal client team members.
I don't know of any specific way to concretely measure when it's time to go, 
nor is it often the consultant's choice. 
More often than not, I find that it is financial or strategic changes that sets the 
expiration date rather than an objective readiness date.
But the Good Consultant works preemptively to understand when it's time to 
go, and aligns this to the planful approach to self-sufficiency that should be set as part of the initial contract negotiation.
Plan for A Graceful Exit
•Define clear success criteria: Identify specific, measurable outcomes that signal the successful completion of the 
engagement 
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•Establish a transition timeline: Develop a clear schedule for transferring responsibilities and ensuring a smooth 
handoff 
•Ensure knowledge transfer: Document and share critical information to empower the client team to sustain progress 
independently
Key Learnings
•Plan for Flexibility: Change is rarely linear; adaptability is essential 
•Address Resistance: Identify and address challenges early to maintain momentum 
•Encourage Ownership: Empower client teams to lead and sustain the change process
Reflect, Inspect and Adapt:
• Have you ever stayed longer in a client engagement than was valuable for the client? If so, why? 
*Are you planful in your initial discussion and contract negotiation as far as when and how to do, beyond dollar amounts 
or calendar dates?
*What might you do with your current or future engagements to ensure clear alignment on how the engagement should 
conclude, preferably before the engagement has started?
Want To Get Started Now?
Define clear success criteria and transition timelines from the beginning of every engagement, ensuring all parties 
understand what client self-sufficiency looks like and when it should be achieved.
For more resources, templates, canvases and GenAI prompts to help you better align your work to your values, check out 
our site at https://endash.us/toolkit  
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